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Parts of The Report
The report of the Target 2000 Project is printed in four volumes: the General
Report, the Academic Report, the Agriculture Report, and the Engineering Report.
As the General Report lists recommendations that apply to all parts of The Texas
A&M University System, it should be read first.
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May 9, 1983
Members of the Board of Regents
Texas A&M University System
College Station, Texas 77843
Gentlemen:
Under cover of this letter, we respectfully submit the Target 2000 Report and
Recommendations for the academic institutions of The Texas A&M University
System.
The Academic Task Force faced an extremely difficult challenge. Whether viewed
in an historical context, studied as presently configured, or projected into the
future, the four universities in the System are complex and diverse. To formulate
intelligent recommendations the Task Force was required to study each from
every perspective.
Compounding that problem was the very composition of the Task Force. An
examination of the names and affiliations of our members suggests the accomplishments of these very talented individuals. Our great strength - the quality,
diversity, and personal dynamism of the Task Force membership - inevitably
increased the controversy in our study and delayed the completion of our work,
but it ensured balance in the final report.
Our Task Force included devoted alumni and staunch friends of each institution.
Each such group ensured that "its" university received diligent attention and
thoughtful consideration. Conversely, there were members of the Task Force who
had no link with the System or its parts and who took a broader view. That group
comprised the majority. Their overriding concern was that the benefactors and
beneficiaries of the System, the people of the state of Texas, be properly served.
Despite all obstacles, after eighteen months of exhaustive investigation, debate,
deliberation, and reasoned compromise, we reached a consensus. That accomplishment adds weight to our findings. The report is eloquent proof that all
viewpoints were masterfully presented, thoughtfully considered, and appropriately
addressed.
This report contains powerful ideas. It is a testament to the dedication and
integrity, as well as the intellect and passion, of our Task Force. I must once
again commend these individuals to you and ask that you join me in thanking
them for their invaluable, unselfish service.
Some points in this report may be controversial. Some recommendations, if
adopted, clearly demand a change in the status quo. While change is inevitable, it
is threatening to all but a few.
As society is confronted with change, our institutions must respond. While
remaining true to their fundamental values and historical missions, each must
evolve and fashion viable responses to new challenges. The ideas in this report
reflect that premise. Projected to the turn of the century, our recommendations
become even more imperative. The report must be viewed in that context.
On one conclusion there was unanimous agreement. The System and its parts
suffer critical deficiencies correctable only by increased levels of funding. While
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each institution in its present form represents a g reat resource to the state, all
suffer some serious deficiency. Additional funds must be committed even to
maintain the present standard; significant increases in resources will be required
to attain preeminence.
To enhance the future of the people of the state of Texas in this rapidly changing
world, we must strengthen the academic institutions within the System. As we
shift to an information-oriented, high technology society, the four academic
institutions of The Texas A&M University System, as centers of research and
environments for the development of leaders, become even more critical, not only
to our success, but perhaps to our very survival. Protecting and strengthening
these great resources of the people of Texas is a mission we must not fail to
accomplish.
I know I speak for the other members of the Academic Task Force in thanking
you for this splendid opportunity and great experience. In the beginning we did
not appreciate the level of commitment that would be required. Nor did we realize
how rewarding would be the experience. It was grand.

Jack M. Rains,
Chairman,
Academic Task Force
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The members of the Academic Task Force are pleased to endorse this
report by affixing their signatures below.

,

This report also carries the endorsement of the Executive Committee.

George P. Mitchell
General Chairman

Chairman
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Foreword
The Task Force on Academic Institutions tried to identify all the issues that
should be addressed for each institution in the System, to study relevant facts
and consider alternative solutions, and to frame recommendations acceptable to a
large and diverse group of Task Force members. The number of possible issues
proved so large, however, that the Task Force was forced to deal mostly with
general matters and only rarely with specific ones. The amount of relevant
information also proved so great that for lack of time certain issues could not be
addressed at all. Moreover, opinions on certain topics varied so widely that
different kinds of recommendations had to be framed for different issues.
Issues about which a clear consensus or a heavy majority opinion could be
established received definite recommendations. On some issues, however, only a
slim majority opinion emerged, and recommendations regarding them incor~
porated compromise language that sometimes was neither forceful nor specific.
Still the Task Force tried to make clear a preference for action in a certain
direction. Finally, a few issues were so controversial that no proposed response
to them received even a slim majority, but still the Task Force felt that some
action related to them was necessary to avoid or resolve an untenable situation.
In such cases the recommendation may merely state that the Board should take
action to change a situation without specifying the nature or direction of the
change. This is an indication that although the Task Force could not itself agree
on how to resolve the issue, it will support the Board in taking action because it
recognizes that the status quo is unacceptable or will become so.
In all of its deliberations the Academic Task Force was mindful of the
Board's desire for all universities in The Texas A&M University System to move
toward excellence in performance and product, and for Texas A&M to reach
preeminence by Year 2000. Despite the fact that Texas A&M was much larger
and far more complex than any of the other universities in the System, the Task
Force did attempt to give each institution a fair share of attention and to exercise
care and insight in recommending the proper nature and operation of each in
Year 2000. In its study of each of the four institutions the Task Force found some
weaknesses that should definitely be remedied. However, the members have
sought to emphasize the positive as much as possible throughout the report.
Overall, the Academic Task Force found much to be pleased with and great
potential for the universities in the System. It is their hope that the analysis and
recommendations which follow will help each institution substantially in reaching
high quality in its practices and its graduates.
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Section I:
General Discussion
and Recommendations
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A. Executive Summary
In the view of the Task Force on Academic Institutions, The Texas A&M
University System should neither add other universities nor delete any presently a
part of the System. There should be an effort, however, to achieve more
systematic interrelationships among the several academic institutions. Closer
relationships could enhance the overall quality of the System's academic programs by making institutional strengths available System-wide. As a result, cost
efficiency would improve, and individual institutions would benefit more tangibly
from System membership than they do at present.
In reviewing the four academic institutions of the System, the Task Force
elected to focus on 11 dimensions of academic excellence. These dimensions,
defined and explained in this section, include:
1. Quality of Graduates;
2. Breadth and Quality of Programs;
3. Quality of Instruction;
4. Quality of Research;
5. Extent and Importance of Service and Continuing Education;
6. Capability of Faculty and Staff;
7. Nature of the Student Body;
8. Adequacy of Physical Facilities and Equipment;
9. Supplementation of Appropriated Resources;
10. Governance, Organization, and Leadership; and
11. Quality of Life.
Recommendations sufficiently broad to apply to all four institutions are
included in the " General Discussion and Recommendations" section. Other
recommendations, specific to individual institutions, are reported respectively in
sections focusing on Texas A&M University, Prairie View A&M University, Tarleton State University, and Texas A&M University at Galveston.
Recommendations applying to all four academic institutions of the System
are noted here under that dimension of academic excellence to which each
refers. For three of these dimensions, Quality of Research, Nature of Student
Body, and Adequacy of Facilities and Equipment, there were no System-wide
recommendations. However, recommendations for those dimensions do appear
under each institution separately.

Quality of Graduates
1. The quality of graduates at all degree levels at each institution should be
raised by improving the capabilities of students, the quality of programs,
the resources available, the capabilities of faculty and staff, and the
quality of life at each university.
2. Evaluations of the quality of graduates from all institutions should be
conducted regularly to determine the degree to which they are superior
to graduates of similar institutions and to identify needed improvements.

Breadth and Quality of Programs
3. Special missions and goals for each university in the System should be
adopted so that program priorities can be established, but where two or
more institutions offer the same program, curricula should be coordinated so that students can easily transfer from one System institution to
another.
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4. In each institution substantial additional funds should be allocated to
priority programs to nurture their growth toward excellence.

s.

In each institution some additional funds should be allocated to the
programs that provide the most essential support to the priority programs.

6. To anticipate the deliberations of the Legislative Budget Board, the
administration should review about one-third of each institution's programs every two years (making a complete cycle every six years). The
review should (1) establish that the quality of each program remains
high, (2) determine that demand and need for it justify its continuation,
and (3) assure that curriculum changes keep each field responsive to
new knowledge. Each institution should also maintain a long range plan
that anticipates developments, opportunities, and needs in 15-20 years.
As short term evaluations dictate, the long range plan should be revised
accordingly.

Quality of Instruction
7. Department heads in each institution should assure that all instructors
are able to communicate in exemplary written and spoken English.
8. Teaching should be assessed regularly; student evaluation should be
part of this process.
9. Each system institution should establish a Center for the Improvement
of Instruction to promote teaching excellence and to certify the competence of all beginning teachers before they teach.
10. Special emphasis should be placed on teaching effectiveness of instruc-

tors of undergraduates, and teaching effectiveness should be an important criterion in decisions on tenure and promotion.

Extent and Importance of Service
and Continuing Education
11. The administration of each institution should insure that service ac-

tivities the university initiates respond to the most important needs in
the society.
12. Faculty should be free from other duties to conduct service activities

which either they or the university initiate.
13. Policies should allow faculty to earn substantial extra pay for service

work for the university as well as for outside consulting.

Capability of Faculty and Staff
14. The finest faculty talent available should be recruited for each institution
in the System, usually individuals holding terminal degrees earned at a
variety of recognized institutions outside the System.
15. Every effort should be made to attract and retain the services of

outstanding staff personnel, and particular attention should be paid to
providing compensation and benefits packages that are at least as good
as those elsewhere in the local university communities.
16. Su~icie,:r~ resources should be made available to allow all System

umvers1t1es to compete favorably in the academic marketplace for the
finest faculty.
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17. Faculty and staff development programs (including sabbatical leaves)
should be installed that progressively enhance capabilities of System
employees.
18. The administration should commission a System-wide study to make
tenure practices at System institutions better serve to increase faculty
capability.

Supplementation of Appropriated Resources
19. The Board of Regents should take appropriate action to convince the
legislature that present formulas do not provide adequate funding for
quality institutions. Efforts should be made to encourage formulas that
will reward institutions seeking high quality.
20. The Board of Regents should go on record as endorsing the reco,mmendation of the Governor's Task Force on Higher Education that " flagship"
institutions require and deserve higher levels of state support than do
other institutions of higher learning.
2 1. A central development foundation charged with planning fund-raising
campaigns and managing income should be established to serve at
least all System academic institutions, if not the System as a whole.

Governance, Organization, and Leadership
22. While each university follows System policies and procedures, the
Board should assure the four academic institutions as much independence as possible in recommending and implementing their own missions and programs and in designing the organization to achieve them.
23. The administration should support an increase in faculty involvement in
the governance of each university in the System.
24. The Board should work through the Chancellor to promote continuity of
leadership at each university in the System.
25. The Board should direct the Chancellor to work with the university
Presidents in eliminating excess bureaucracy and needless paperwork
and in clearly establishing creative teaching, productive research, and
valuable service as the driving forces in their institutions.
26. The Board should authorize the Chancellor to require planning efforts at
each institution and to oversee and coordinate them.

Quality of Life
27. Quality of life should be enhanced at every System university. Physical,
intellectual, cultural, and social dimensions that determine quality of life
should be major concerns to all partners in the academic enterprise.
28. The Board, the System administration, and the institutional administrations should join forces to assure that the several campuses have easy
access to major freeways and good highways. Further, they should
support the development of regional airports and, wherever possible, of
commercial air carrier service. Also, they should stay alert for opportunities to attract or improve bus and rail service to points of easy
access for students and visitors.
29. Every effort should be made to continue the tradition of strong support
for ROTC programs at each System campus. These programs should be
developed to the point that graduates are regarded as second only to
those produced by the several United States military academies.
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B. General Discussion
The Task Force on Academic Institutions has studied the universities in The
Texas A&M University System and offers recommendations for them collectively
in this report. The size of the Task Force and the complexity of the task have
made disagreements inevitable, so general consensus has been rare. The
recommendations in this report represent many compromises. They reflect the
majority's best judgment on the more controversial issues.
The report opens with an introductory section that includes general recommendations applying to all four universities. This is followed by a set of recommendations for each university separately. The opening section introduces and
explains the categories under which the recommendations for each university are
organized. Some brief supporting explanatory material is given for each set of
recommendations.
Overall, the Task Force finds that the System's four academic institutions are
sufficient in diversity and number to meet anticipated needs. These four universities should remain in the System, but unless influencing factors change dramatically, no others need be added. To add universities would reduce resources
available to present institutions, so if new universities are ever contemplated, any
advantages that they might bring would need to be weighed against concomitant
losses.
The four academic institutions of the System should share more common
characteristics than they do now. Further, there should be close relationships
among them of a nature that provides to each significant advantages by virtue of
membership in The Texas A&M University System. Indeed, all parts of the
System should be encouraged to strengthen their mutual cooperation and support. Each university should offer only specializations for which it has adequate
faculty, library, and other essential resources. There should be as much parallelism as possible among curricula common to two or more institutions to facilitate
student transfer among System universities.

C. Categories in the Report
From the beginning of the Target 2000 Project the Board of Regents made
clear its desire that all academic institutions in the System should reach for the
highest attainable levels of excellence by Year 2000. The Target 2000 Committee
was expressly asked to recommend goals for each university that would advance
its quality and stature. In responding to this charge, the Task Force on Academic
Institutions identified 11 dimensions of excellence which were adopted as
categories for organizing the recommendations in this report.
Explanations of the 11 dimensions of excellence are provided on the pages
that follow. For some dimensions, there are recommendations that apply to all
four System institutions. These general recommendations are introduced at the
end of the material explaining the relevant dimension. For some dimensions,
recommendations do not apply to all four institutions. Specific recommendations
on these dimensions are therefore included in the sections of the report that treat
the System's academic institutions individually.

1. Quality of Graduates
Ratings of universities tend to be based on public impressions of the
characteris~ics of their graduates: how articulate and informed they are, how
thorough~X in command of their specialities they are, how poised, self-directed,
and amb1t1ous they are, and how capable of learning independently they are.
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Graduates of prestigious institutions tend to be characterized by a maturity, a
wisdom, and a self-confidence unusual for their years.
Such individuals, though certainly competent in their areas of specialization,
also have a broader perspective, a wider knowledge, and more fully developed
personal characteristics than their peers. They know more of the past and are
more interested in shaping the future than the average graduate is. They have
developed more taste for refined culture and tend to rely less on the popular and
the mundane for their aesthetic and recreational pleasures.
Since characteristics of students attending each System institution and of the
institutions themselves vary, logically there will be different expectations regarding
the quality of graduates at each university. Still, some recommendations do apply
to all four institutions.

Recommendations
a. The quality of graduates at all degree levels at each institution sho.uld be
raised by improving the capabilities of students, the quality of programs,
the resources available, the capabilities of faculty and staff, and the
quality of life at each university.
b. Evaluations of the quality of graduates from all institutions should be
conducted regularly to determine the degree to which they are superior
to graduates of similar institutions and to identify needed improvements.

2. Breadth and Quality of Programs
Top-ranked universities offer undergraduate and graduate students a broad
curriculum. At preeminent institutions many individual academic programs are
ranked at or near the top. Any university seeking preeminence, therefore, cannot
expect to achieve it by upgrading only a limited number of its programs. However,
this does not mean that all of a university's programs must be raised to
excellence at the same speed. Clearly priorities must be established.
Within The Texas A&M University System, there should be a variance in the
range of programs offered from quite broad at Texas A&M to quite narrow at
Galveston. Each institution's programs should relate to its mission and to the
resources available to support quality programming. Students should be able to
transfer easily from one institution to another within the System. This can be done
only if curricula shared by two or more institutions are parallel.
Resources are finite; hence, there comes a point at which the number of
programs an institution tries to support becomes inversely related to their quality.
Also, because of differences in costs among programs, the same resources can
influence more improvement in some areas than in others. In any event, it is clear
that a scheme of priorities must be established that delineates the order in which
programs will be upgraded and establishes the magnitude of additional resources
needed for the effort to succeed.

Recommendations
a. Special missions and goals for each university in the Sytem should be
adopted so that program priorities can be established, but where two or
more institutions offer the same program, curricula should be coordinated so that students can easily transfer from one System institution to
another.
b. In each institution substantial additional funds should be allocated to
priority programs to nurture their growth toward excellence.
c. In each institution some additional funds should be allocated to the
programs that provide the most essential support to the priority programs.
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d. To anticipate the deliberations of the Legis_lative Budg~t B_oa~d, !he
administration should review about one-th,rd of each mst1tut1on s programs every two years (making a comptete cycle every six years~. Thf:
review should 1) establish that the quality of each program remams high,
2) determine that demand and need for it jus_tify its conti,:iuation, and 3)
assure that curriculum changes keep each field responsive to new
knowledge. Each institution should also maintain a long range plan that
anticipates developments, opportunities, and needs in 15-20 year~. As
short term evaluations dictate, the long range plan should be revised
accordingly.

3. Quality of Instruction
Quality instruction is a defining feature of all fine universities. Prestigious
institutions hire sound scholars, develop their instructional skills, monitor their
effectiveness in the classroom, reward quality teaching, and remediate poor
instructional performance or release the poor performer.
The quality of instruction depends on four main factors. First, the faculty
must have breadth and depth of command in their subject matter and be aware
of current research findings. Second, they must understand how their field fits into
the total body of organized knowledge and be able to help students see
relationships between fields and ideas. Third, they must have great interest in and
enthusiasm for their fields and a commitment to transmitting their interest as well
as their knowledge to the student. Finally, they must be effective communicators
who can apply sound teaching skills to maintain attention, facilitate understanding,
and assess progress. Of course, well designed and fully equipped classrooms
and laboratories, an ample supply of instructional aids, and a pleasant learning
environment low in distractions can greatly facilitate achievement of quality in
instruction.
In its search for excellence, each university in The Texas A&M University
System should establish systematic procedures to evaluate teaching effectiveness, to improve poor teaching, and to reward outstanding instruction.

Recommendations
a. Department heads in each institution should assure that all instructors
are able to communicate in exemplary written and spoken English.
b. Teaching should be assessed regularly; student evaluation should be
part of this process.
c. Each System institution should establish a Center for the Improvement of
Instruction to promote teaching excellence and to certify the competence
of all beginning teachers before they teach.
d. Special emphasis should be placed on teaching effectiveness of instructors of undergraduates, and teaching effectiveness should be an important criterion in decisions on tenure and promotion.

4. Quality of Research
A distinguishing feature of a great university is the quality of research
conducted there. Preeminent institutions have physical facilities, equipment, and
researchers available to support production of new knowledge, especially basic
knowledge, that stimulates progress and influences future research.
The System level recommendations suggest that research should assume
more importance in the System's separate parts. In academic institutions this may
ta~e the form of_ conducting research, participating in research activities, incorporating research mto coursework, or disseminating research findings to citizens
whose lives or enterprises can benefit from the knowledge. Recommendations
are offered for each university in its own part of the report.
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5. Extent and Importance of Service
and Continuing Education
As well as serving their students through instruction and advancing the
world's store of knowledge through research, great universities for a long time
have provided service to business, industry, government, and individual private
citizens. Land-grant institutions have long had important and built-in service
thrusts in their extension activities, but such activities must be separated from
those services provided by the university. The service thrust of great land-grant
universities responds to different needs than their extension services do and so it
must provide different programs and activities. For example, continuing education
needs of professionals in the last 20 years of the twentieth century will be so
great that serving them is likely to become an expected part of every faculty
member's responsibility.
Within universities, service is a two-way street. That is, those who provide
the service learn from contact with individuals outside the university community,
and those outside the community learn from contact with the university people.
Today, within universities proper (as opposed to their extension services), the
service function is usually not accounted for when faculty assignments are made.
Service activities are undertaken above and beyond regular duties. The amount
of service activity a university can make available is limited by the amount of
extra time and energy faculty members are willing to give and by the amount of
extra money they are allowed to earn.
Recommendations
a. The administration of each institution should insure that service activities
the university initiates respond to the most important needs in the
society.
b. Faculty should be free from other duties to conduct service activities
which either they or the university initiate.
c. Policies should allow faculty to earn substantial extra pay for service
work for the university as well as for outside consulting.

6. Capability of Faculty and Staff
A university's quality depends most fundamentally on the quality of its
personnel. Faculty members must be of the highest caliber, but it also must be
recognized that the quality of the work of the faculty depends heavily on the
quality of the support staff available to work with them. Hence, superior universities seek superiority not only in faculty personnel, but in support personnel as
well.
In recruiting faculty, it is important to remember that the more senior and
outstanding scholars are, the more salary, the more perquisites, and the more
facilities and services are necessary to recruit them. Similarly, junior scholars of
promise are aggressively recruited, and System institutions must have an edge in
compensation packages, attractiveness of assignments, and of potentials for
supporting future growth if they are to be successful in obtaining the services of
such individuals. Certainly resources will be needed that go beyond those
appropriated by the legislature.
To maintain faculty quality, tenure should be awarded only to faculty who
fulfill initial promises of productivity. Further, each institution should maintain an
environment and develop a plan that assures that faculty members will continue
to be stimulated and to grow after they have been awarded tenure.
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It must be recognized that competition in the marketplace is as keen for
quality staff personnel as it is for quality faculty _members. Every e~ort should be
undertaken to provide compensation and benefits packages that will attract and
retain the services of quality staff. It is imperative that salaries and working
conditions be at least as favorable as, if not considerably better than, those in the
local communities.
Recommendations
a. The finest faculty talent available should be recruited for each institution
in the System, usually individuals holding terminal degrees earned at a
variety of recognized institutions outside the System.
b. Every effort should be made to attract and retain the services of outstanding staff personnel, and particular attention should be paid to
providing compensation and benefits packages that are at least as good
as those available elsewhere in the local university communities.
c. Sufficient resources should be made available to allow all System universities to compete favorably in the academic marketplace for the finest
available faculty.
d. Faculty and staff development programs (including sabbatical leaves)
should be installed that progressively enhance capabilities of System
employees.
e. The administration should commission a System-wide study of ways to
make tenure practices at System institutions better serve to increase
faculty capability.

7. Nature of the Student Body
Universities of the first rank have bright, talented, and serious students of
diverse origin. The number of students at preeminent universities varies depending on the range of disciplines offered and the fiscal, human, and physical
resources available. Too small an enrollment imposes limitations that may compromise quality and destroy cost effective operation. Too large an enrollment
fosters creeping anonymity, depersonalizes institution/student relations, impairs
quality of instruction in lower division courses, and has other deleterious effects.
All of the System institutions must consider what enrollment size is optimal for
them given their own sets of conditions.
·
Doctoral degree-granting institutions must have a basic supply of graduate
students to support programs. In preeminent private universities, the proportion of
undergraduates to graduates is about 50-50. In preeminent public institutions, it is
about 75-25. All System institutions can benefit from some additional graduate
student enrollment.
The perc~ntage of minority and foreign students is substantial at top ranked
institutions and their remaining students reflect great variability on many dimensions as well. Diversity in interests, talents, geographic origins, culture, socioeconomic status, ethnicity, and political, religious, and ideological persuasion
creates rich opportunities for students to broaden their perspectives. Such diversity promotes understanding and tolerance to a degree rarely found at institutions
having largely homogeneous student bodies.
System institutions should seek the most able students and should offer
incentives to attract them. There should be systematic attempts to achieve
diversity in the student body on geographic, ethnic, ideological, and other dimensions. Since the institutions of the System are so different in size and mission
recommendations about the nature of students are made for each institution '
separately.
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8. Adequacy of Physical Facilities and Equipment
Great universities provide environments that support high quality research,
instruction, and service programs. All universities in the System should have good
quality classrooms, laboratories, offices, and support areas (ranging from libraries
and gymnasia to parking lots and intramural playing fields).
Those institutions mounting specialized and sophisticated programs need
special purpose facilities that permit the conduct of unique activities. All campuses
should be attractively landscaped, should have a characteristic architecture, and
should have some structures that are particularly pleasing. Recommendations for
physical facilities are given for each institution separately.
All System universities should also have good quality laboratory, demonstration, and instructional equipment. Programs selected for high levels of excellence
should have state-of-the-art equipment. The System level recommendations propose substantial improvement in computing and communications equipment
through all parts of the System. Both can help the academic institutions to
improve the overall quality of their operations.
Highly sophisticated equipment is needed to support research. Though much
research equipment can be obtained through research grants and contracts, the
System should allocate resources to buy unique and essential pieces of equipment that cannot be acquired from outside sources. Recommendations related to
equipment are given for each university separately.

9. Supplementation of Appropriated Resources
Universities with multiple sources of income are less jeopardized than others
by unexpected changes in enrollment, by sudden decreases in a primary funding
source, or by disruptions in other aspects of operation. In stable times they have
freedom to undertake new ventures, to expand programs, or to enrich the lives of
faculty and students; this would be impossible with a more restricted single
source of income, especially if it was appropriated by a legislature. Prestigious
universities have substantial discretionary resources besides their basic income
source. They use them to accomplish extraordinary goals, to make major improvements in institutional quality, or to obtain new capabilities. Both to be
prudent in the face of a possible leveling off in funding for Texas higher education
and to support a drive toward excellence in The Texas A&M University System,
Target 2000 has recommended in the General Report that the Board of Regents
and System administrators set about developing supplementary resources with all
deliberate speed.
Several dimensions of operation may require augmentation. These include:
faculty and staff salaries and benefits; student scholarships, fellowships, and loan
funds (both undergraduate and graduate); faculty and staff development activities
(including sabbatical leaves); research time, facilities, equipment, and support
personnel; instructional equipment and special purpose physical facilities (for
example, a visual arts center and a special events center at Texas A&M) ; and the
initial support of new ventures that ultimately will support themselves.
To illustrate the magnitude of the endowments and annual gifts that other
universities have attained, some 1980-81 figures for selected private and public
universities are shown here. Texas A&M is included for comparative purposes.
It is obvious from these figures that all the universities in The Texas A&M
University System could aspire to far greater levels of endowment and annual
gifts than they have previously achieved. It might also be noted that The
University of Texas at Austin has succeeded in raising its endowment level
substantially since 1980-81, having raised $33 million between September, 1981 ,
and February, 1983, for endowed chairs alone.
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Endowments and Annual Gifts for 1980-81
for Selected Universities

Universities

Endowments

Annual Gifts

Harvard .. . ...... . . . .......... $1 ,713,346,056 ........... ...... . $90,968,738
Yale . .......... . ........... . .. . . 799,042,000 ... . ....... ........ 58,304,71 1
Stanford ........ . .......... . ..... 688,385,031 ........ . .. ..... . .. 79,462,853
Rice ....... .. ............... . ... 391,429,660 ...... . . . . ......... 15,343,717
Michigan ... . ................ . . . . 141,463,000 .. . .. . ... . .. ..... . . 31 ,718,582
Texas A&M . ........ . ....... . ..... 63,493,543 ..... . ... . . ....... . 35,71 4,920
Texas . ................ ... . .. ..... 49,248,964 . . .... . . ......... .. 25,064,043
Purdue ...... . ......... . . . ....... . 45,579,583 . . ....... .. . ....... 14,573,701
To obtain the necessary supplementary resources, substantial fund-raising
efforts will have to be mounted for each institution. The Task Force is convinced
that a centralized development foundation, serving at least all the academic
institutions if not all the entities within the System, would be the most effective
and efficient vehicle for increasing substantially the flow of supplementary income
to the System's parts. Fund-raising activities and capital management activities
require the concerted attention of sophisticated professionals. It is unlikely that as
much would be accomplished by creating separate development foundations for
each institution as by developing a single development foundation charged with
managing campaigns of various kinds for each institution as needs arose. Such
an arrangement would allow for sophisticated investment and prudent management of funds for all institutions commingled at a central point, with each
university's share simply maintained as a bookkeeping entry.
The amount of supplementation to be sought by each institution will vary
with its peculiar needs. To help the Board envision the size of resource supplementation to be planned for annually, Target 2000 has stated a set of
assumptions in its recommendations about purposes supplementary funds would
serve in each institution. The Committee also has suggested sources for each
year's supplement and has indicated some long term approaches to raising
needed extra funds.
Recommendations
a. The Board of Regents should take appropriate action to convince the
legislature that present formulas do not provide adequate funding for
quality institutions. Efforts should be made to encourage formulas that
will reward institutions seeking high quality.
b. The Boarq of Regents should go on record as endorsing the recommendation of the Governor's Task Force on Higher Education that "flagship "
institutions require and deserve higher levels of state support than do
other institutions of higher learning.
c. A central development foundation charged with planning fund-raising
campaigns and managing income should be established to serve at least
all System academic institutions, if not the System as a whole.
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10. Governance, Organization, and Leadership
In great universities, administrators take full advantage of the intelligence and
skills of the faculty in governing the institution. Faculty input typically is solicited
on all issues relating to the nature and quality of academic programs, the nature
and quality of students, and processes to be followed in hiring, firing, promoting,
and tenuring faculty, and on some issues relating to institutional priorities and the
allocation of resources.
Optimally, there should be broad faculty involvement and shared authority
and responsibility on all matters of special concern to the faculty, but final
administrative authority must be preserved so that administrators can be held
accountable by the Board of Regents and the general public of Texas.
As is the case with faculty involvement in governance, the issue of organization requires the striking of a delicate balance if the objective of maximizing
harmonious and efficient institutional functioning is to be met. Too loose an
organizational structure results in duplication, conflicting practices, omissions and
oversights, waste, and frustration. Too tight an organizational structure spawns
bureaucracy, creates unnecessary work, smothers independence, creativity, and
initiative, invites abdication of responsibility at lower levels, and generally slows
down progress. Great institutions avoid both extremes. The academic institutions
in The Texas A&M University System should have the minimum organization that
will allow efficient operation while preserving maximum professional freedom and
initiative.
Great institutions have strong leaders who enjoy the support of their governing board and their faculties. Such individuals bring sufficient stability and continuity to their institutions to see that plans and projects are brought to completion.
They have the vision to anticipate problems and trends, to change directions or
priorities to accommodate to changed conditions, and to involve people who are
affected by evolving situations in the design of appropriate responses.

Recommendations
a. While each university follows Sytem policies and procedures, the Board
should assure the four academic institutions as much independence as
possible in recommending and implementing their own missions and
programs and in designing the organization to achieve them.
b. The administration should support an increase in faculty involvement in
the governance of each university in the System.
c. The Board should work through the Chancellor to promote continuity of
leadership at each university in the System.
d. The Board should direct the Chancellor to work with the university
presidents in eliminating excess bureaucracy and needless paperwork
and in clearly establishing creative teaching, productive research, and
valuable service as the driving forces in their institutions.
e. The Board should authorize the Chancellor to require planning efforts at
each institution and to oversee and coordinate them.

11. Quality of Life
. At_ great universities, quality of life contributes almost as much to building
qu~hty 1n graduates as faculty and programs do. Physical surroundings are
unique and they please the eye. An intellectual ambience envelops all, but it is
count~rbalanced by some powerful art, some healthy humor, and an obvious
attention to some worldly concerns. Renowned scholars are frequent visitors to
the campus, and t~ey become ~~own as people rather than only as famous
names. Research 1s a part of dining hall conversation as well as of classroom
laboratory, and library dialogue.
'
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There are cultural opportunities of a high order. Poetry readings, lectures,
debates by controversial figures, musical events, a stream of dramatic triumphs
and travesties, literary achievements and lampoons, and a dozen other reasons
for applause and laughter flow by in a steady stream. The growing skill of local
artists, musicians, dancers, actors, writers, humorists, and debators is encouraged
by visits from professionals to the campus.
Beyond the physical, intellectual, cultural, and social determinants of quality
of life, there are also traditions, spirit, and customs that students share and
relationships they are encouraged to form. Many of these arise from affiliation
with academic organizations, ROTC programs, and specialized clubs. These
associations build warm feelings of loyalty to the institution. They contribute
enormously to student appreciation for what the institution has provided them in
all dimensions of life.
The way basic needs for food, lodging, health care, clothing, worship,
guidance, and even celebration are met contribute to quality of life at a university.
Since meeting these needs often depends on how much the local community is
able to supplement what the university provides, the degree of cooperation
between the institution and the community may affect the quality of life substantially.
On a grander scale, how accessible the academic institutions are by
highway and other forms of public conveyance is a basic determiner of the quality
of life on each campus. The Board and the administration should use their
considerable influence to assure that each campus has highway connections
adequate for the traffic flow in all directions and as much access as possible to
other forms of public transportation.
Recommendations
a. Quality of life should be enhanced at every System universty. Physical,
intellectual, cultural, and social dimensions that determine quality of life
should be major concerns to all partners in the academic enterprise.
b. The Board, the System administration, and the institutional administrations should join forces to assure that the several campuses have easy
access to major freeways and good highways. Further, they should
support the development of regional airports and, wherever possible, of
commercial air carrier service. Also, they should stay alert for opportunities to attract or improve bus and rail service to points of easy
access for students and visitors.
c. Every effort should be made to continue the tradition of strong support
for ROTC programs at each System campus. These programs should be
developed to the point that graduates are regarded as second only to
those produced by the several United States military academies.
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Section II:
Texas A&M University
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A. Executive Summary
The Task Force on Academic Institutions compared conditions at Texas

A&M University with those at preeminent universities as a basis for making
recommendations for improvement during the remaining years of the present
century. There was consensus that the university can reach preeminent status. At
present, the Task Force believes that the institution is not as well-known throughout the country for scholarly achievement as it should be, and they suggest a
better planned and more sophisticated public relations effort. Though undergraduate education is certainly of high quality, it will be difficult to maintain
present levels of excellence unless ballooning enrollments are brought under
control. Graduate education today receives too little emphasis. The Task Force
believes that the university must increase graduate-level enrollment and step up
research activity, particularly basic research.
Recommendations were framed for each of 11 dimensions of excellence.
The remainder of this Summary consists of a listing of those dimensions and
summaries of issues addressed in recommendations for each dimension. For a
fuller treatment of these issues and related recommendations, please see the
main body of the report.

1. Quality of Graduates
• upgrade graduates' quality by strengthening curricular requirements,
raising performance standards, and enriching extracurricular experiences.
• assess the quality of all academic programs regularly.

2. Breadth and Quality of Programs
• establish a College of Law to enrich the climate of intellectual inquiry
in the university and to prepare specialists in agricultural, business,
real estate, patent, maritime, and international law and other legal

•
•

•
•
•

specialties in which Texas A&M offers strong related disciplines.
establish a baccalaureate program in the fine arts.
develop a high technology focus in the College of Medicine that ties
medical education to technical Ph.D. programs in other colleges of
the university and responds to growing needs in medical research
technology.
upgrade and strengthen existing degree programs.
improve general academic requirements in undergraduate degree
programs.
establish priorities for the expenditure of supplementary funds to
improve selected programs to the level of preeminence.

3. Quality of Instruction
• maintain quality in instruction as the university attempts to improve
the quality of its research and service activities.
• establish formal mechanisms for evaluating instruction that include
student reactions.
• assure that instructional personnel can communicate effectively in
written and spoken English.
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• infuse findings from research quickly into instructional programs.
• establish a Center for the Improvement of Instruction to stimulate
better teaching.
• assure that good teaching receives serious consideration in making
decisions related to promotions, raises, and tenure.

4. Quality of Research
• increase institutional investment in research and assure that research
assumes a greater importance within the university.
• place increasing emphasis on basic research.
• assure that applied research efforts are directed toward significant
state, national, and international problems.
• establish administrative structures within the university that specifically are charged with overseeing and supporting research.
• provide special support for research directed toward solution of
water, energy, and technology problems and toward the application
of principles of genetic engineering.

5. Extent and Importance of Service and Continuing Education
• develop and periodically update a master plan to govern the service
function.
• work with the legislature to remove financial limitations and other
restrictions that discourage faculty involvement in the service function.
• cooperate closely with the political leaders of Bryan-College Station
in planning facilities and programs of mutual interest and benefit.
• support computer and telecommunication networks to foster rapid
and cost-effective dissemination of services.
• encourage faculty consulting as a legitimate adjunct to academic
responsibilities.

6. Capability of Faculty and Staff
• remove barriers to early promotion and tenure and to significant
improvements in salary to recognize outstanding work of faculty
members and to encourage them to stay at the university.
• recruit in each major discipline one or more scholars of national and
international reputation.
• assure that top level administrators have credibility with the faculty
as welt as sound leadership skills.
• assure that high caliber staff members are available to support
quality productivity by the faculty.
• provide ample facilities and up-to-date equipment to support high
quality instruction, research, and service activities.
• award tenure only to individuals showing promise of continued professional development and productivity.
• provide sabbatical leaves for faculty and other opportunities for
faculty and staff to expand their levels of expertise.
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7. Nature of the Student Body
• monitor the size of the student body to assure that growth is never
allowed to interfere with the higher objective of institutional excellence.
• raise graduate enrollments until graduate students comprise at least
25 percent of the total student body.
• raise admission standards, but broaden criteria to include more than
standardized test stores.
• provide additional scholarships to attract larger numbers of academically talented students, and especially academically talented minority
students, to the university.
• plan and control diversity in the geographic origins of the student
body, assuring some representation from all regions of the country
and from most regions of the world.
• assure that loan support remains available so students coming from
families with modest means can attend the university.
• upgrade academic, personal, and career counseling.
• recognize social sororities and fraternities and treat them as part of
the mainstream of university life just as other student organizations
are treated.

8. Adequacy of Physical Facilities and Equipment
• improve the library to allow it to catch up to and maintain quality
levels of libraries at preeminent universities.
• construct and establish a major visual arts center.
• expand Health Center facilities and upgrade all student-related support facilities.
• establish direct university control over such service areas as the
Data Processing center and the Electron Microscopy Laboratory.
• commission an outside study of computer capability and, in light of
recommendations, install a first class computer capability.
• install up-to-date telecommunication equipment.
• provide state-of-the-art laboratory facilities.
• develop a master traffic and parking plan.
• move the railroad track and Wellborn Road from the center of the
campus.
• support installation of major new research tools.

9. Supplementation of Appropriated Resources
• expand annual gifts by $7-10 million and seek one-time gifts totaling
$110 million to accomplish specific recommended improvements.
• commit a higher percentage of Available University Fund dollars for
enrichment or increase gifts and endowments above recommended
levels.
• seek to change state law that deducts indirect cost funds from
contracts and grants from state university appropriations.
• seek to increase endowment funds to between $450 and $500 million
(in 1982 dollars) by Year 2000.
• expand the staff and fund-raising activities of the Development Foundation.
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10. Governance, Organization, and Leadership
• assure that the President of the university has credibility with the
faculty, sound management skills,.outstanding public relations abilities, and vision to lead the institution to preemmence.
• streamline the university's administrative structure.
• provide formal channels through ~hich the fac'!lty can exp:ess ideas
about the operation of the university and contr,bute expertise to the
solution of university problems.
• reduce operational complexity to allow more creative professional
activity by faculty and administrators.
• provide for stability of leadership in top university administrative
positions.

11 . Quality of Life
• act to remove the railroad line and the highway that presently divide
the campus and create a hazard to students, faculty, and staff.
• support the intellectual freedom of both students and faculty particularly as it pertains to the expression of controversial views.
• enrich the university's cultural environment.
• take action to improve the total university experience of students
who live off campus.
• foster more formal and continual cooperation with local community
officials to build excellence in all dimensions of community life.
• seek, in cooperation with local community leaders, to improve access
to the area with better highways and better public transportation
service.

B. Report and Recommendations
To arrive at recommendations for Texas A&M University, the Task Force on
Academic Institutions first compared the present characteristics of the university to
the characteristics of already prestigious universities, noted discrepancies, and
considered the best means of overcoming them. An attempt was then made to
project the shape of changes and improvements out to Year 2000. Results of
these deliberations are contained in the recommendations presented in the pages
that follow. Though all recommendations are realistic in the opinion of their
supporters, they were not selected or framed so as to be achievable within the
limits of present resources. On the contrary, they were designed to express what
the Task Force felt must be done for Texas A&M to achieve preeminence. When
a given recommendation implied a need for more resources, this need was
expressed in separate recommendations related to resources.
To put the recommendations in perspective, it should be noted that one
dilemma facing Texas A&M University is that the institution enjoys only moderate
name recognition outside of its own region. This is particularly true among
individuals not connected by avocational or professional interest to professional
agriculture or engineering. Among people for whom the university does have a
reputation, the Task Force found that this reputation too often falls short of what it
ought to be, given the high quality of today's academic programs. Those
individuals who do give the institution high marks often base their perceptions on
an appreciation for the exemplary work of certain agencies and services affiliated
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with the System which have no direct ties to the university's own academic
programs.
Undergraduate education at Texas A&M is viewed by many as one of the
best educational buys in the country. However, the undergraduate program is in
jeopardy because enrollment growth has overtaken resources, and even its best
curricula can be improved. Graduate education has improved dramatically in the
past 20 years, but its quality is still uneven across the university. Graduate
students represent too small a proportion of the total student body. Between 80
and 90% of the research associated with Texas A&M is actually conducted in the
Agricultural and Engineering Experiment Stations and Texas Transportation Institute, not in the university itself. Similarly, the service activities for which Texas
A&M gets credit are in large part conducted by the Agricultural and Engineering
Extension Services, the Forest Service, and the Veterinary Medical Diagnostic
Laboratory. In such areas the university needs to improve just to live up to its
present reputation, and it needs to make some major improvements to attain true
preeminence.
As well as making these substantive improvements, Texas A&M needs to
develop a better public image and to promote awareness of the university's
achievements by a national audience. This expansion of the public information
effort should focus on positive and tangible accomplishments of the faculty and
students and the circumstances and support that made them possible.

1. Quality of Graduates
The Task Force on Academic Institutions finds the quality of graduates from
Texas A&M in 1982-83 substantially improved compared to the quality of their
counterparts twenty years ago. At all three degree levels the graduates' scholastic
aptitude is appreciably higher and their backgrounds at entry are somewhat
stronger. They are generally receiving better instruction in a broader array of
better structured specializations. Despite a phenomenal growth that makes today's student body four and a half times as big as it was twenty years back, the
Texas A&M experience still breeds the same characteristics that marked the
graduates of 1962 as described in the Century Council Report: " . . . physical
self-reliance, courage, courtesy, friendliness, industry, ambition, loyalty to state
and nation, belief in the American way of life and our democratic heritage, belief
in a Supreme Being, a relatively high degree of capacity in their areas of college
specialization, and a capacity for initiative and leadership." With 28,000 additional
students in a much less structured campus environment, however, the forces that
engender these values are considerably diluted in their impact.
Although there has been a dramatic improvement in the cultural opportunities
offered on the campus, it is probably still true, as the Century Council observed,
that the cultural attainments, relative sophistication, and general cultural interests
of the majority of students are somewhat lower than may be found at some other
universities. Similarly, despite a considerable influx of foreign students, great
leaps in telecommunications, and substantial increases in alumni involvement in
the international arena, today's graduates are also probably still more parochial
than cosmopolitan, more hospitable than urbane. In the same vein, today's
graduates have generally gained their deeper command of their specializations by
sacrificing some of the skills (sometimes verbal, sometimes mathematical) and
some of the broadening courses in the academic foundations part of their
programs. Relatively speaking, their preparation seems too narrow to produce the
i~formed, sophisticated, fluent graduate that typically leaves a preeminent institution.
The great enrollment increases have unquestionably increased diversity in
the student body at Texas A&M, but that diversity has been uncontrolled and
unplanned. There are great concentrations of foreign students from certain
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countries, yet almost no representatives from whole continents. Though _all the
regions of the United States are represen~ed in _the student body, t~ere 1s n?
systematic recruiting to assure that the mix of dialects, customs, points of v,ew,
and experiences are as rich as possible. Likewise, there is no effort to encourage
a broad range of artistic, musical, dramatic, literary, and journalistic talents and
skills in the study body.
.
.
.
.
For Texas A&M to become p reeminent, the qualtty of ,ts graduates will need
to rise and expand. Past gains in student ability and program quality will need to
be maintained and extended, core values will need to be preserved and supplemented, and capabilities generated by the total educational experience at the
university must broaden in scope and deepen in sophistication. Graduates should
be thinkers, avid learners, and natural leaders who both take pleasure from the
quality of life around them and give new quality to it.

Recommendations
Besides making some changes in the nature of the students, increasing
the quality of programs, instruction, and research, and improving the human
and other resources that support them, the Task Force believes that Texas
A&M University could improve the quality of its graduates by attending to
the matters discussed below.
a. Students at all degree levels should have additional facilities and increased opportunities to:
1) experience a rich variety of cultural resources and events that develop
sophistication in an appreciation of the arts;
2) meet and hear presentations by a continual parade of outstanding
visiting scholars in order to increase their awareness of major issues
and developments across a broad spectrum of disciplines;
3) be exposed to the latest technologies being developed and used for
research and practice in all the major fields and be allowed as much
direct familiarity with them as possible;
4) interact routinely with a broadly representative selection of students
from around the United States and around the world.
b. At the baccalaureate degree level, students should:
1) attain greater verbal fluency and precision;
2) display much wider familiarity with the main divisions of knowledge
and how they developed;
3) learn more of the latest technology and processes being used in
research and practice in their specializations;
4) develop a broader national and international perspective, a fuller
appreciation of other cultures, and a deeper respect for ethnic differences;
5) learn to respond to unfamiliar or unpopular points of view less
emotionally and more rationally and analytically and come to appreciate the importance of the free marketplace of ideas;
6) more fully understand the values that underlie the unrelenting pursuit
of truth and the responsibility of those privileged to gain knowledge.
c. At the master's degree level, students should:
1) have a better command of the research base that supports advanced
knowledge in their fields;
2) more fully understand the processes of research employed in their
disciplines;
3) be more skilled in the techniques of research in their field if they are
pursuing a research degree, or in the application of knowledge to the
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solution of real problems in their field if they are pursuing a professional degree;
4) be more familiar with state-of-the-art technology applicable to their
fields.
d. At the doctoral degree level, students should:
1) have a better command of the evolution of research in their fields, its
major thrusts, its major tools and techniques, its major findings, and
its present status;
2) be critical and analytical readers of research, testing the conceptual
strength of reported studies as well as the adequacy of their research
design and methodology;
3) be more familiar with key books and articles that have shaped the
development of their field over its history;
4) attack generally more important research questions for the Ph.D. or
more profound problems for the professional degrees;
5) have more hands-on experience with state-of-the art technology used
in their fields.
e. At all degree levels the effectiveness of the program should be assessed
regularly by such means as inspecting the quality of positions into which
A&M graduates are placed, the level of employer satisfaction with and
comparative evaluation of their preparation, the quality of institutions that
admit them to further study, and the productivity and accomplishments
of the graduates themselves.

2. Breadth and Quality of Programs
In terms of the breadth of programs it offers, Texas A&M University is
already a comprehensive university, although its most fully developed and recognized programs remain the two that are the hallmark of all land-grant universities:
agriculture and engineering. In terms of the range of degrees it offers, it is also
quite comprehensive, although it does not offer all the graduate degrees in all the
fields in which it has undergraduate programs. There are major fields (such as
law and the fine arts) in which Texas A&M has no degree programs at all and
there are several specializations within major fields (for example, Asian history,
speech communications, classical languages) which are not now fully developed
either.
In the future, The Task Force believes that there should be some selective
broadening of programs at Texas A&M University. For example, at the graduate
level a flagship university should have a strong law school. The presence of
seasoned legal scholars on the graduate faculty of the institution would add a
valuable dimension to the institution as a whole. Moreover, because of its strong
specializations in agriculture, business, engineering, and geosciences (including
marine studies), Texas A&M would be able to produce lawyers with unique
capabilities in agricultural, real estate, business, partnership, patent, tax, maritime,
and international law. Therefore, serious consideration should be given to adding
a law school at Texas A&M.
At the undergraduate level, the Committee believes that the addition of a
baccalaureate degree program in the fine arts should be a high priority. Such a
program, with many elective options for non-majors, has potential to improve the
quality of life at the institution as well as the quality of its graduates, and it should
be pursued on these grounds. Further, a baccalaureate program in the fine arts
would support the operation of the visual arts center recommended in Area 8 of
this report on Texas A&M.
The College of Medicine should be encouraged to take advantage of its
location on the main campus to develop multidisciplinary studies of human health,

37

especially those with a technological focus. There is a great need and an almost
unlimited range of application for medical and medical research technology to
which Texas A&M can respond. For example, robotics can be related to patient
care problems and the restoration of independence to the physically handicapped;
genetic engineering can be related to the treatment of disease and perhaps to the
correction of inherited disorders; education and gaming experiences can be
investigated as stimulants to intellectual alertness in the aging. There are innumerable opportunities for the College of Medicine to develop collaborative Ph.D.
programs and research thrusts with all the other colleges in the university and to
make thereby a unique contribution to medical education in the state.
There may well be other specializations within existing fields that merit
development into fully-developed degree programs or some areas totally absent
from the inventory of programs that, at some future date, should be added at both
the undergraduate and graduate levels. The Committee, however, cautions
against acting precipitously to expand programs. They should be added only after
the most rigorous preliminary study that includes close scrutiny of both the
demand for graduates of such programs and of the contributions such new
programs might make to the institution's overall academic life.
Task Force members have identified substantial quality in many programs at
all degree levels, especially in the specialization part of the curriculum. They find
that the general academic foundation part of the undergraduate program does not
do all that such programs traditionally do in great universities. It has not been
responsive to some new needs created by the computer revolution, technological
change, and the growing interdependence among nations of the world. Task
Force members also find that among specializations program quality is uneven at
all degree levels and that, in most programs, research could receive more
emphasis. Present organizational arrangements do not allow for ready access to
computer technology and do not adequately support research efforts. Texas A&M
University should have control over its computer capability to help remedy this
situation. Further, the university should encourage and support faculty research
efforts conducted under the direct auspices of the university and should not rely
upon System agencies and other external operations to provide primary levels of
support for research activity.
To become preeminent, Texas A&M must make its weak programs strong
and its strong programs outstanding. Members of the Academic Task Force
believe that this rise in quality will require extra resources because it will require
faculty time and energy that are, in most cases, already 100 percent committed to
maintain present program quality. It will also require development of additional
laboratory, library, and computer capabilities. Since sufficient resources will not be
available immediately to support improvements in all programs simultaneously,
priorities must be established.
Recommendations

a. Texas A&M University should remain a comprehensive university. New
programs, to include a law school and a baccalaureate program in fine
arts to support the visual arts center, should be installed by Year 2000.
Approval for other programs appropriate to a flagship university should
be sought whenever a real need for them can be demonstrated.
b. Existing programs should be strengthened by:
1) updating content, tightening course sequences, and emphasizing interrelationships between ideas and skills within every major;
2) deve_loping the faculty capability, the course structure, and the supportmg resources (library, laboratory, and so on) to mount those
graduate degrees, and seeking Coordinating Board approval to offer
them;
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3) developing additional specializations within established programs as
faculty expertise, resources, and student interest can be built;
c. The academic foundations part of the undergraduate program should:
1) require every student to be competent in speaking, writing, computation, scientific inquiry, and other basic skill areas;
2) require a broad exposure to the major disciplines of knowledge and a
basic familiarity with the history of world civilization as well as
continue a solid preparation in the major field;
3) include coursework that will prepare each student to work comfortably
and competently in diverse national and international settings;
4) provide opportunities for each undergraduate student to become involved in research or scholarly activities;
5) include basic training in the use of computers.
d. Efforts to improve programs generally by making curricular changes
should be complemented with efforts to raise the quality of selected
programs substantially by making extra resources available to them. For
initial supplementation, at least one program in every college should be
selected; in those colleges that already have highly regarded programs
with clear potential to emerge as national leaders, as many additional
programs can be selected as resources will allow.
e. A plan to allocate extra resources to raise all programs to excellence and
several to preeminence by Year 2000 should be developed in which
methods of achieving improvements for each program are specified and
a priority sequence is laid out.
f. Some programmatic thrusts which the Academic Task Force supports as
especially promising are:
1) rapid incorporation of computer-graphic technology in architecture,
building construction, and engineering;
2) the development of a high technology focus in the College of Medicine
that ties medical education to technical Ph.D. programs in other
colleges of the university and responds to growing needs in medical
research technlogy;
3) the design of a lifelong continuing education program for business
executives which can be delivered in a live-in facility;
4) further development of programs in the College of Education that
prepare individuals for educational roles in non-school settings;
5) expansion of existing newspaper, radio, and television journalism
courses into a comprehensive, future-oriented mass communications
program.
g. The administration should develop relationships with two or more European universities in different countries that will permit Texas A&M students to spend a semester or a year studying abroad in an approved,
fully transferable program. Liaison and supervision should be provided
by Texas A&M faculty and employees. Every effort should be exerted to
make such an experience available to all students who desire it, including provision of special scholarships, travel subsidies, and loans.
h. The administration and the faculty should develop working research
relationships with faculty members at a number of universities in other
countries where the capacity to conduct related research exists and has
been developed in some form. These relationships should be seen as
mutuafly_ beneficial, not on~y adva_ncing Texas A&M's interests but adding
capab1llt1es and the potential for mdependent achievements at the
cooperating institutions.
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3. Quality of Instruction
The quality of instruction at Texas A&M Unive_rsity is neith_er inadequate nor
uniformly excellent. While there are many outstanding and d~d1cate? teachers, .
there are enough student and parent complaints about poor 1nstructIon to make tt
clear that improvements can still be made. Increased stress on research and
publication over the last two decades has also left some fa~ulty m~mbers a~d .
some administrators confused as to the true importance of 1nstruct1onal quahty 1n
the reward system. As a result, some faculty have as~igned instruction ~ low
priority and some administrators have repeatedly denied tenure to effective
teachers.
Many inconsistencies in the quality of instruction can be attributed to rapid
growth of the institution over the last decade. The need to fill another set of new
positions each year, especially when the pool of good candidates Is shrinking as
it has been in some fields, has possibly led to the hiring of some faculty members
with poor or undeveloped instructional skills. Clearly it has led to the hiring of
some professors of foreign origin whose command of spoken English is not
sufficient to communicate successfully with undergraduates. Moreover, when
administrators are trying to cope with the growing enrollment, adding new
sections, finding additional classrooms, and scheduling laboratories fourteen hours
a day, they have less time to monitor the quality of instruction than they had
under more stable conditions.
Recommendations in the Century Council Report that Texas A&M adopt the
title of university and take appropriate steps to establish itself as a university of
the first rank also tended to redirect attention from instruction, which was already
strong, toward research, publication, and service. The result has certainly been a
substantial rise in the stature of Texas A&M University that now allows it to aspire
to preeminence by the turn of the century. In the process, however, instruction
appears to have received less attention.
It is the opinion of the Target 2000 Academic Task Force that in encouraging the A&M College of Texas to aspire to greater things, the Century Council
had no intention of implying a reduced concern for the quality of instruction. If in
attending to the other dimensions of building a university, some faculty and
administrators have allowed the quality of instruction to assume secondary
importance, they have erred. The Academic Task Force wishes to reassert the
fundamental importance of quality instruction to the achievement of preeminence.
Without excellent instruction, all the university's other achievements will be empty,
because its most basic mission will not be fulfilled.
Recommendations
a. As the university moves toward preeminence and expands its research
program, administrators should assure that the quality of instruction
remains a ·high priority.
b. The administration should establish more definitely the importance of
instructional quality in the evaluation of faculty by:
1) requiring that systems for evaluating instruction (including student
evaluations) be put in place;
2) making satisfactory performance in instruction a basic requirement for
merit raises, promotion, and tenure.
c. Depa~ment he_ads should be required to assess carefully the instructional skills of the,r faculty, and they should take special care to monitor
individual faculty members' command of their subject fields and their
abilities to communicate ideas in clear and understandable written and
spoken English.
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d. Faculty members should be encouraged to infuse new research findings
quickly into their instruction.
e. The university should establish a university-based Institute for the Improvement of Instruction to stimulate the continual improvement of faculty instructional skills; to introduce the latest instructional aids, equipment, and techniques; to teach basic instructional skills to beginning
instructors, and to remediate the performance of faculty members whose
teaching effectiveness is found to be below expected levels.
f. Quality of teaching is a variable that must receive serious consideration
when decisions are made with regard to salary raises, promotion, and
tenure.

4. Quality of Research
The Academic Task Force finds that the amount of research being conducted within Texas A&M University proper is insufficient to support a reputation
of preeminence. The traditional relegation of agricultural and engineering research
in land-grant universities to the experiment stations has tended to mask the
relatively low volume of university research, especially since the agency research
is largely conducted by faculty members with joint appointments. Moreover,
growth of the total volume of funded research in the experiment stations has been
so dramatic in the past decade as to create a sense of security about the
university's level of research activity that was not fully merited.
Beyond the fact that research actually done by the Agricultural and Engineering Experiment Stations has been confused with research conducted within the
university, another cause for concern is that the funded research actually conducted within the university is concentrated in a few departments, institutes, and
centers. A high level of research activity is not yet characteristic of all parts of the
institution as it needs to be if the university is to reach preeminence. Although
non-funded research is undoubtedly carried on in additional units of the university,
it still is not of the magnitude that it needs to be, and lacking funding, some of it
probably is not as sophisticated as an important research effort must be. Although
research and publication activity have clearly increased in importance in the
reward system of the institution during the past 20 years, and although some
significant research in agriculture, engineering, and science has taken place,
research of major magnitude in concept, in importance, and in pay-off potential is
still the exception. By contrast, Stanford University estimates that a patentable
breakthrough occurs on its campus once every fourteen working hours.
The Academic Task Force finds no place in the university administrative
structure where research is the central concern. In fact, because the experiment
stations have been so productive, there is no evidence of institutional awareness
that research has lagged behind within the university. Therefore, it is apparent to
the Task Force that research must assume increased importance by an order of
magnitude in the quantity and in the quality of research undertaken within the
university well before Year 2000.
Quality in the university's research has been limited by three factors. First,
the funded research has largely been applied to the solution of targeted problems
and has only infrequently investigated basic questions. Second, because the
reward system has tended to be responsive to the quantity of research and
publication activity rather than its quality, there has been more incentive to
investigate less challenging and safer questions where probabilities of publishable
results may be high but where little truly revolutionary ground is broken, than to
risk tackling a major problem and coming up empty handed. Third, there has
been little investment of university resources to create faculty research time, to
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provide laboratory space and equipment, ~r t~ support ~esear~h assistants and
laboratory supplies that would allow invest1gat1on of maJor basic research questions.
To increase the quantity of research at Texas A&M, the administration
should first request deans and department heads to promote and encourage
more research activity of all kinds across all parts of the university It should
support the increased activity of individuals undertaking non-funded researc~ by
allocating discretionary funds from the Available University F~nd nd fro~ gifts to
create research time, to buy laboratory equipment and supplies, '1d to hire
research assistants. It should make laboratory space available. I should also
involve faculty members in some organizational structure, such a"' a series of
interlocking research councils, that can stimulate thought about promising areas of
research and can be invited to propose some priority research thrusts for the
institution. Finally, it should reward research activity at least as much as it
rewards publication, and in general it should reward the publication of research
papers more than the publication of papers about procedures, processes, or
methodologies.
To increase the quality of research at Texas A&M, the administration must
conscientiously seek to increase the amount of basic research conducted within
the university and to increase the importance of the problems studied in applied
research. Deans and department heads should be asked to encourage the design
and conduct of basic research and to support long term research efforts. The
System administration should create a research planning and coodinating group
that will assure input into priority decisions and resource allocations from academic administrators as well as from the directors of The Texas Agricultural Experiment Station, the Texas Engineering Experiment Station, and the Texas Transportation Institute. The research emphases of the several System parts should be
interrelated as much as possible. The System administration should monitor the
number of joint appointments between academic departments and the Agricultural
Experiment Station, the Engineering Experiment Station and the Texas Transportation Institute so as to assure that sufficient research manpower remains to
conduct research within the university. The research councils or alternate structures should also be used to review research proposals and to suggest ways to
increase quality in research design and procedure. Finally, rewards for significant
research achievements should be dramatically increased in size and in the speed
with which they are bestowed.
Recommendations

a. The university administration should increase local investment in research and require administrators to demonstrate that research activity is
assuming a greater importance within academic units of the institution.
b. Since major breakthroughs in the quest for new knowledge stem ultimately from basic research, there should be a heavy commitment to
basic research within academic units of the university.
c. Faculty members should be given more incentives to conduct long term
basic research on significant questions, the results of which can make
major contributions to a given discipline or can significantly advance
efforts to resolve a critical interdisciplinary or social problem.
d. The faculty should be encouraged to concentrate applied research efforts
on significant state, national, and international problems.
e. The administration should recognize the importance of research and
encourage research activity by establishing an organizational unit or
units, such as interlocking research councils, to plan, coordinate, and
oversee the research activity of the university and by making concern for
research a larger responsibility of all line administrators.
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f. Rewards for research accomplishment should be commensurate with the
importance of the problems researched and the significance of the
findings.
g. Research efforts should be encouraged within the university's academic
units that are directed toward the solution of water, energy, and technology problems and toward the application of genetic engineering.
h. Administrators should be urged to press for rapid infusion of important
research findings into instructional and service programs.

5. Extent and Importance of Service
and Continuing Education
The Task Force on Academic Institutions finds that Texas A&M University
should be more active in its total service activities as it moves toward preeminence. Service has always been an important responsibility of land-grant universities, but it is becoming intensely so in the last quarter of this century. Especially
as members of the labor force find their job skills or their roles becoming obsolete
three or four times during their careers, the need for large scale and evolving
continuing education programs is growing critical. Although business, industry,
and government can do some of their own staff development, there are many
needs - especially for professional level development or reeducation - that can
be especially well served by university continuing education programs.
Today, Texas A&M University may be credited with a higher level of service
activity than it actually is producing. The institution often is thought to be the
source of service activities that, in fact, are provided by the extension services,
entities that are part of The Texas A&M University System, but not of Texas A&M
University. On the other hand, the level of service activity provided by the
university proper has been somewhat inhibited by the demands of phenomenal
growth and by limitations on how much money a faculty member might earn from
involvement in service activities. In short, recent incentives have not been as
great for service activity as for other kinds of activity.
Nevertheless, because of the growing importance of service and continuing
education, Texas A&M University should have a formal plan for the overall service
and continuing education function. This plan should envision service/continuing
education activities as going well beyond the kinds of things being provided by
the System extension services. The plan should recognize that the university
owes some service and cooperation to the local community. It also owes some
service to business, industrial, governmental, technological, agricultural, and consumer interests of the state. Further, the university should make its expertise
available to help solve problems of other states, the nation as a whole, and
foreign countries. Continuing education should be viewed as a basic institutional
responsibility to which faculty members are expected to contribute regularly.
The service plan developed by the university must recognize that the scope
of the service role cannot be unlimited. The plan should be framed carefully to
assure that the university is not in direct competition with the private sector in
providing services but is a supplement to them. The plan should seek to focus
service and continuing education activities on important unmet needs, and it
should provide for a realistic flow of rewards both to the institution and to the
individuals actually discharging the service function.
The master service plan should incorporate developing computer and communication technologies that have the potential to maximize delivery of services
at the least cost to faculty time and energy. Greater incentives for faculty
involvement in service activities should be provided. However, care should be
taken to assure that such involvement does not jeopardize facuity members'
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capacity to discharge their teaching, advising, and research duties in a responsible manner.
Revisions to the master service plan should be undertaken periodically.
Revisions should reflect an appreciation for changing market conditions, likely
benefits to the faculty and the university as a consequence of interacting with
outside professionals, and the potential for building the image of the university
and its faculty.
Recommendations
.
a. A master plan should be developed to govern the service fllnction, and it
should be updated regularly to assure that services are responding to
real needs, are likely to provide substantial benefits to the institution, a_nd
have little potential to prompt ill will on the part of service enterprises m
the private sector.
b. Intellectual resources of the university should be marshalled to respond
to problems of Texas, the nation, and the world whenever the university's
resources are uniquely appropriate to produce rapid and sound solutions.
c. The Board and the administration should work with the State Legislature
to make faculty participation in continuing education activities of the
university more financially attractive by removing unrealistically low ceilings on continuing education earnings.
d. The university administration should cooperate with the leadership of the
Bryan-College Station community in planning physical facilities of mutual
concern (such as street patterns, water systems, electrical utilities, apartment housing, traffic control devices, and convention, conference, and
special purpose facilities), and in developing the cultural and social
aspects of life in the area (including expanding the variety of opportunities, coordinating events and activities, and enhancing the quality of
professional performers).

e. The administration should strongly support university participation in
computer networks and other telecommunication systems to foster rapid
and cost-effective dissemination of research findings and other information.
f. Faculty members should be encouraged to engage in consulting activities as a legitimate adjunct to their academic activities both to supplement their incomes, and hence make employment at the university more
attractive, and to enhance their own instructional and research effectiveness through interactions with professionals in the private sector and
in other agencies contracting for consulting services.

6. Capability of Faculty and Staff
The faculty at Texas A&M University are thoroughly knowledgeable in the
subject matter of their specialties, competent to conduct research, and generally
active in publication and professional organization activities. It is a faculty of
considerable accomplishment and even greater potential. However, many of their
accomplishments have not received the recognition they deserve, and the pressures of recent enrollment growth have left the faculty little time to develop their
potential.
To date few members of the faculty have been elected to the prestigious
national academies, and none has received a Nobel or a Pulitzer Prize. Moreover, _so long as enrollment goes unchecked, faculty workloads will be heavily
weighted toward teaching. Without stabilized enrollments and a concomitant
increase in research and publication activity, it is doubtful that many faculty
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members' work will achieve national or international recognition. In order for
Texas A&M to reach preeminence by Year 2000, it appears that some additional
scholars of established merit will need to be added to the faculty and that much
more opportunity and encouragement for the unrealized development of existing
faculty members' potential to grow must be provided.
Recruiting senior scholars of international reputation is expensive. It does not
guarantee the permanent expansion of faculty capability at Texas A&M because
the same features that attract such individuals here may later attract them
somewhere else. They will not have developed a deep loyalty over time to the
institution because they will not have invested that much of themselves in it. On
the other hand, if they transfer their research activity to Texas A&M, they can
involve other faculty members and graduate students, and they can stimulate the
thinking of all their colleagues. In short, they can infuse quick energy into the
institution that may lead to higher level internal activity, aspiration, and development. Other institutions have used the recruiting of senior scholars effectively.
Recruiting the most promising junior scholars does not guarantee a significant expansion of faculty capability either, unless they have the motivation and
the assistance to develop their potential. The institution must be postured to
exploit its young professors' talents to the fullest, not by assigning them the
heaviest loads, not by forcing them into a lockstep, risk-free, snail's pace rise to
mid-career mediocrity, but by giving them maximum freedom, encouraging them
to take risks, and offering swift and substantial rewards for major accomplishments. Although many junior scholars are quite productive at A&M today, most of
them are using up their reserve energy to be so, and policies of the institution do
not operate to reward the most productive of them as fast or as well as they
deserve. Moreover, they do not have the incentives to go for big discoveries,
major breakthroughs, or solutions to the toughest problems.
Staff experiences much the same situation as faculty. The best staff members are rarely paid at entry what they are worth, they cannot be given rewards
commensurate with outstanding performances, and they have limited opportunities
or incentives to grow. Salaries, benefits, and opportunities in local business and
industry are generally superior to those offered by the university, and many
competent senior staff members have left the university for better jobs elsewhere.
Overall, there are not enough staff positions to support the activities of a
preeminent university. This condition should be corrected, for much of a great
university's productivity rests on the continuity of high level performance by
skilled, knowledgeable, and loyal staff members.
At present neither faculty nor staff has much opportunity for personal
development and renewal under the auspices of the university. Changes in roles
or assignments offer some variety of experience, and faculty and staff are allowed
to enroll for one three-credit course during the working day each semester if they
make up the time. Such opportunities are not enough to develop new understandings and insights that lead to breakthroughs in research, new combinations
of disciplines, or major improvements in operation. The faculty needs sabbatical
leaves available as well as a working environment filled with growth opportunities.
The staff needs parallel opportunities to develop its capacities and to be rewarded
for doing so.

Recommendations
a. Barriers to early promotion and tenure and significant improvements in
salary should be removed so that outstanding work of professors on the
university faculty can be recognized and their services retained.
b. Texas A&M should recruit one or more scholars in each major discipline
who have established national and international reputations and who
demonstrate unequivocal promise for future professional growth.
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c. Individuals recruited to the university for top-level administrative positions should as a general rule enjoy a high level of credibility with the
faculty as scholars as well as have outstanding leadership skills.
d. Only the best junior scholars, with earned terminal de~rees, strong . .
command of their specialties, and demonstrated promise of product1v1ty,
should be recruited.
e. Staff positions should be added to support the higher level of productivity needed for the university to achieve preeminent status.
f. The essential facilities and equipment needed to support -:,uality instruction, research and development, and service activities must be provided,
and easy access to them by faculty and staff must be assured.
g. The award of tenure should be reserved for individuals showing promise
of continued development of their capabilities and the likelihood of
maintaining high levels of productivity.
h. Faculty and staff work assignments and environments should include
time, opportunities, and incentives for the expansion of their capabilities.
Texas A&M should nurture and develop the talents of its employees to
the fullest possible extent.
i. Regular places and opportunities should be provided for intermingling of
faculties from a variety of disciplines.
j . Paid faculty development leaves (sabbaticals) should be made available
to all tenure-track faculty one year in every seven.

7. Nature of the Student Body
The Task Force on Academic Institutions believes that enrollment at Texas

A&M University has reached a level that threatens to overtax the institution's
resources, to limit the quality of education that can be provided, and to jeopardize
the institution's chance to perpetuate the values that have been its hallmark. The
institution cannot hope to attain preeminence if enrollment continues to climb
uncontrolled. The Task Force believes the Board of Regents should take action to
assure that the rate of enrollment growth does not undermine the pursuit of
excellence. If conditions warrant, this may suggest decisions to place enrollment
ceilings on certain colleges, departments, or programs to assure that for each
major there are adequate faculty, facilities, and resources to support a quality
program.
The administration needs to control study body characteristics more carefully
if the university is to achieve preeminence. Admission standards probably need to
rise at all degree levels, and the number of outstanding students at each level
should be increased. The number of minority students should grow dramatically.
This growth is likely to occur only if Texas A&M competes aggressively with other
top institutions to attract those students. Out-of-state and international students
should be systematically recruited to assure a more even distribution of geographic and cultural origins. Recruiting goals for different regions of the United States
and for different continents and insular regions of the world might be considered.
A structured set of student services and programs should assure that this diverse
mix of students leavens the lives of Texas-born students at the same time that it
is itself enriched. More attention should also be given to the range of special
talents students bring to the campus.
Among the most significant changes that should be made in the nature of
the student body is an increase in the proportion of graduate students. The
proportion is now in the range of 15-16 percent. To support the expanded
research program and to further the mission of a preeminent university, the
proportion should rise to 25-30 percent of the total.
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Until recently, the student body at Texas A&M has come from a wide range
of socio-economic backgrounds. University scholarships and federal loan pr?grams have made it possible for almost any qualified undergraduate w~o wished
to attend the university to do so. At the graduate level, though fellowships have
been few, assistantships have been available in considerable numbers_, _tho~gh at
stipend levels hard to live on. The university has not remained _compet1t1ve in
what it could offer in bidding for the best graduate students. With federal student
loan funds drying up, new sources of support for students from less affluent
families need to be found or developed. Funding for top quality graduate students
also needs to be substantially increased.
The Task Force is convinced that good students will remain at the university
only if it provides excellent student support services going well beyond the
financial area. Efforts should be directed to improving counseling programs in all
areas. It is particularly essential for students to have access to individuals who
can provide one-on-one advice in planning academic programs. Exemplary programs are also needed in the areas of personal counseling and vocational
counseling.
Recommendations
a. The growth of Texas A&M University should be monitored carefully.
Enrollment growth should always be subordinated to the higher objective
of institutional excellence. From time to time, as conditions warrant, the
administration, with the solid concurrence of the Board of Regents,
should impose enrollment limits on selected colleges, departments, or
programs with a view to maintaining quality by assuring each faculty

member a reasonable teaching and advising load.
b. All appropriate departments in the university should be encouraged to
build their graduate enrollment to at least 25% of the total enrollment.
c. High admission standards for the university should be maintained, but
action should be taken to develop significant variability within the student body by taking into account special abilities, demonstrated creativity, and other attributes in addition to standardized test scores.
d. The university should enlarge such efforts as the Presidential and National Merit scholarship programs to attract academically talented students.
e. The Admissions Office should seek out and aggressively recruit talented
minority students so that their numbers will increase dramatically over
present levels. Substantial funds must be obtained to recruit and support
outstanding minority students.
f. The Admissions Office should systematically recruit and admit students
who come from a diversity of places throughout the United States,
whose presence can contribute to a broadening of the perspectives of all
students on the campus, and who as graduates may be expected to
carry the image of the University and its programs to locales beyond
Texas and the Southwest.
g. The Admissions Office should systematically recruit and selectively admit
international students to achieve a planned world-wide geographic distribution within the local student population of the university. Of course,
such students should have the capabilities to do challenging academic
work, have demonstrated competence in English, and have other characteristics that can enrich the overall environment of the university.
h. The university should establish well-managed and well-planned programs
for foreign students. Such plans should be designed with a view to
integrating them into the larger society of the university and to increasing opportunities for productive contact between foreign and American
students on the campus.
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i. Action should be taken to assure that sufficient loan support remains
available so that qualified students who lack family financial resources
can still attend Texas A&M. The university's long tradition of educating
students of humble origin has provided many graduates who have gone
on to important leadership roles. This tradition should be maintained.
;. The administration, with the concurrence of the Board, should support
expansion and upgrading of student advisement services of all kinds. It
is essential that a sound advisement support structure in academic
program planning, in personal counseling, and in career guidance be in
place to support students while they are at the university. Every effort
should be extended to assure availability of one-on-one counseling.
k. The administration should recognize social sororities and fraternities and
treat them as part of the mainstream of university life just as other
student organizations are treated.

8. Adequacy of Physical Facilities and Equipment
The past decade of enrollment growth has left Texas A&M short in its
physical facilities. As of Fall 1982, the University Office of Planning and Institutional Analysis estimated a total formula deficit of over 1.5 million square feet.
Clearly, a first order of business is the planning and constructing of the various
facilities necessary to remove that deficit. The Academic Task Force is equally
concerned, however, that the heavy drain that construction makes on Available
University Fund dollars should not continue indefinitely, for a growing portion of
those funds will be needed for enrichment as A&M builds towards preeminence.
Therefore, the Task Force urges the Board and the administration to get caught
up on the building program as quickly as possible and to take steps to avoid
further deficits by controlling enrollment so that substantially more funds can be
committed to enriching the capabilities of the university.
The university libraries must expand dramatically to support a preeminent
university. Expansion should result in Texas A&M being at the forefront of
innovative technology in the library services area. Some of this expansion should
be physical, some should be in electronic storage, retrieval, transmission, and
receiving capability, some should be in computerization, and a good deal should
be in books and journals.
The university's Health Center and the level of services it provides have not
kept pace with the rapid growth in the size of the student body. It is essential that
health services of the first quality be available. A life-flight heli-pad should be built
near the Health Center to allow emergency evacuation of critical cases to facilities
in Houston.
The Task Force supports construction and development of a significant
visual arts center with a permanent collection of its own as well as the capacity to
show traveling exhibits. Later, other museum facilities to house various historical
and natural history collections might also be considered. The total art collection of
the university and its appropriate display in the museum building and throughout
the entire university should be managed by the museum staff. The Board of
Regents is also urged to commit one percent of new construction costs to art as
authorized by law.
Some additional special facilities bear mention. Student-oriented facilities,
including organization meeting rooms, commons and lounge areas, and the
Placement Center, have been outgrown. Student leaders state that the need for
more meeting and social space is acute, especially to meet the needs of students
living off campus. They note that many off-campus students never learn what it
means to be an Aggie and warn that, unless off-campus students participate
more fully in university life, the traditional Aggie spirit may no longer characterize
a large portion of Texas A&M graduates.
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Pressure from increased enrollment on the meeting rooms in the MSC and
Rudder Center, the increasing variety of continuing education and former student
activities, professional meetings, special conferences and the like have taxed the
capacity of the entire complex of meeting facilities on the campus. Traffic ~<?~trol,
parking capacity, and food service are also stretched when conference fac1ht1es
are operating close to maximum. Congestion in the central campus area gets too
heavy on large meeting days. To free the central campus for student use and to
dissipate congestion caused by the crowds, a new continuing education building
adjacent to the West Campus should be considered. It should be planned in
conjunction with the special events center already under study and perhaps
related to the live-in facility under discussion for the Executive Development
Program of the College of Business. Parking, eating, and sleeping accommodations as well as meeting spaces could all be provided in this manner away from
the center of the campus.
A continuing deterrent to integrating all of the campus physical facilities into
a coherent whole is the presence of major transportation lines that physically
divide the Central campus from the West Campus. These highway and railroad
thoroughfares, in addition to posing a significant safety hazard to the campus
community, take up valuable space and impair easy movement between the two
parts of the campus. The Task Force believes the administration should make a
determined effort to move the railroad and the highway away from the immediate
campus area.
In the area of equipment, the Task Force believes the university adminstration should control its own computing capability. When the Engineering Experiment Station controlled the central computer, university access to its services was
limited and costly. To assure that computer services are accessible, the university
administration should budget funds for computer operations at a level that makes
instructional use initially free to students and faculty and keeps charges to funded
research projects modest. Charges for computer services provided to business
and industrial users should be competitive with charge schedules of other
vendors. Because computer arrangements in the past have involved many vested
interests within the System, the Task Force believes that a group of objective and
knowledgeable outside consultants would be helpful in planning an adequate
computer capability for the university.
As has been the case with computer services, Texas A&M has several other
special capabilities that have managed to function only by charging users fairly
substantial rates for time of use or service provided. The Electron Microscopy
Laboratory is an example. If this resource were made available at a minimum
charge to faculty and graduate students needing it for the purpose of conducting
research , use would be increased enormously, applications would be more
creative, more findings would be published, and all would benefit. A great
university should make every effort to price service at a level that encourages
maximum use. In place of the present system of heavy user fees, it makes sense
for the university to fund a substantial part of the costs of such important support
services directly, with a view to keeping user fees modest and increasing levels of
use.
Laboratory and research equipment is dangerously approaching obsolescence and soon may be inadequate to prepare first line graduates or to support
breakthrough research. For Texas A&M to become a preeminent university, a
plan will have to be formulated that assures that all equipment is equal to the
best available. This need will have to be met with some major initial investments
and with annual budget commitments to replace obsolete equipment on a regular
basis.
Another capability that Texas A&M should develop is that of high capacity
telecommunication. _With System-level planning, many capabilities of the university
could be made av~ulable to other System parts electronically at a great saving of
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time and money. Also, educational and research services could be provided to
individuals and organizations at a great saving in travel time and with the full .
resources of the university available to the instructor or the consultant. Preeminent universities of the future will no doubt extend services to their state and area
and share resources more broadly.
Finally, in the drive for university stature, the Board and the administration
should seek major new research tools to extend the university's research capacity
in substantial ways. This effort may require the cooperation of the federal
government, and it may take time to acquire these tools. It has been several
years since the last major research installation was added, and it is time for new
capabilities. The Task Force does not presume to suggest what these should be,
but it recommends that the faculty and administration should be invited to
propose the kinds of capabilities that would open the greatest number of new
research opportunities.

Recommendations
a. A major investment should be committed to allow the university library to
catch up to the quality levels at other important research universities,
and annual library budgets should increase substantially to assure continuous growth of quality library services.
b. The administration should take action to plan for expansion of Health
Center facilities and for expansion of health services that will result in
the delivery of high quality health care to students.
c. The administration should support construction of a significant visual
arts center on the main campus.
d. The administration should plan expansion of other essential student-related facilities (meeting spaces, social spaces, and the Placement Center,
for example), and should consider construction of a new continuing
educational center as well as a multi-purpose pavilion on the West
Campus.
e. All necessary steps should be taken to fund facilities and equipment at a
level that will quickly allow for needs of a student body of the present
size to be met so that, in the future, funds can be diverted from
constructing and equipping buildings to building and enriching programs.
f. The university administration should exercise direct control over service
areas such as the Data Processing Center and the Electron Microscopy
Laboratory and should price user fees at levels low enough to encourage
maximum use.
g. An outside study of the university's computer needs and capability
should be· commissioned to determine the quality and availability of
computer services the university should have. Consistent with the
study's recommendations, the administration should take action to install
a computer capability that exactly fills the need.
h. Up-to-date communications equipment should be installed to provide for
an easy flow of information between the university and other research
and scholarly centers, and between the university and some of its
continuing education students, and between the university and the general public.
i. Laboratories and other research and instructional support facilities
should be upgraded to feature state-of-the-art equipment that will enable
faculty members to take maximum advantage of their expertise.
j. A mas~er traffic and parking plan for the university should be developed
that will accommodate the other System institutions, interface systematic-
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ally with the community, and account for regular and special visitors to
the campus. The plan should reduce central campus traffic, move toward
perimeter parking areas, and provide for smooth traffic flow and for
parking for special events.
k. The Board and the administration should actively pursue the removal of
the railroad track and Wellborn Road from the middle of the campus.
/. The university should seek to acquire a major new research tool, from
the magnitude of a synchrotron to that of a technotron, to promote
dramatic increases in new research capability.

9. Supplementation of Appropriated Resources
For Texas A&M University to become preeminent, it must have more quality
in its faculty and its students and far greater facilities and capabilities than _it can
obtain with its appropriated resources. In most other sections of this report;
specific suggestions have been made to improve the quality of the university's
human and physical resources. In this section, the Task Force addressed the
questions of how many additional fiscal resources will be required to support the
recommended improvements and of where these resources might be found.
The exact cost of taking certain actions (for example, hiring world-class
scholars) or making certain acquisitions (for example, acquiring state-of-the-art
laboratory equipment) depends in part on how many people or how many
facilities are involved. Because there are no formulas for determining how many
people or facilities of a certain type are needed to qualify a university as
preeminent, the Task Force has indicated, wherever possible, the estimated unit
cost of an action and then shown the total cost of one example set. If we accept
the assumptions associated with all the example sets, we can compute the total
supplementary resources that would be required to accomplish the proposed
actions and acquisitions.
For some recommended improvements, unit costs were impossible to determine. In such cases, the Task Force used estimates of totals provided by the
administration or by some other reasonable source. In all cases, of course, the
Board of Regents is free to accept or to change the assumptions and associated
estimates. This approach does allow the Board to aggregate the total resources
that would be necessary to implement the Task Force's recommendations in one
specific way.
In undertaking this analysis, the Task Force decided to include no improvement item that should be fully supported by appropriations but to list only items
requiring support from supplementary income. All possible supplementary sources
are included, however, because more income must be derived from them than
ever before. In particular, it is the conviction of the Task Force that more of the
AUF should be devoted to enrichment and less to construction than has been
true in the past. However, additional sources are noted because, even if all of the
AUF could be used for enrichment, revenues from this single source would not be
sufficient to support all needed improvements.
The material on the chart that follows this introduction specifies areas in
need of supplementation and illustrates some projected costs and some potential
revenue sources. In building this chart, the Task Force assumed that in general
1) the improvements it was calling for would be above and beyond present
programs and expenditures, 2) the supplementary funds called for would be
above and beyond those presently received or allocated, and 3) that improvemen!s requiring annual supplementary support should be funded mostly from
predictable sources of support such as endowments for the Available University
Fund. Following the chart, information is provided detailing some of the specific
as~umptions made respecting each item on the chart. Finally, several recommendations are made about supplementation of appropriated resources.
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Explanations and Assumptions of Table 1
Center for the Improvement of Instruction
Assumes Texas A&M will provide the space. $60,000 will buy exemplary
teaching aids. Staff will be limited. Operating expenses will support the st~ff and
provide free instructional materials, outside consultants, meals, and other incentives for faculty to use the Center.
New Endowed Chairs
Assumes average annual salary of $100,000 plus 24% benefits, part of
which is funded from appropriated funds. Reserves some endowment income to
take care of raises over time. Would allow up to four top scholars for each of 1O
colleges. Scientists with support staff and equipment needs would require additional allocations in this and other categories. Endowment is large enough to use
a portion of annual earnings to build the endowment itself.
New Endowed Professorships
Makes $10,000 of discretionary funds available each year to 50 select
professors. Funds could be used to support research assistants, conference
attendance, special equipment and supplies needed, purchases of books and
journals, or other scholarly needs of distinguished professors. Makes a highly
attractive perquisite for recruiting and rewarding outstanding faculty members;
more professors could be given discretionary funds (perhaps in lesser amounts)
without diminishing the lustre of these professorships.
Faculty and Staff Salaries and Benefits
Assumes that Texas A&M could attract more of the top junior scholars with a
10% edge in salaries and benefits over other major state universities. Amounts
shown are not intended to support any new faculty positions. Fringe benefits
could be increased when salaries already held a competitive advantage. Some of
these funds could be used to pay moving expenses for new faculty. Consideration
should also be given to using some endowment funds to assist faculty members
with housing costs. Staff members should have salary/benefit packages at least
equal to those offered by local business and industry; dollars shown are based on
the assumption that the current package is 10% behind for those staff members
paid by state appropriations.
Faculty Development Programs
The ideal would be for all tenure track faculty to be eligible for sabbatical
leave at two-thirds regular nine month salaries once every seven years. This
example calls for 100 individuals per year instead of one-seventh of the
tenure-track faculty (about 270) to receive sabbaticals at two-thirds salary for nine
months. Assumes average senior faculty salary at $30,000 plus 24% benefits and
reserves some endowment funds to expand the endowment sufficiently to keep
up with inflation. Conference travel supplementation is estimated at $1 ,000 for
1500 faculty members.
Improved Library Capability

Assumes an initial supplementation of 1 .5 million dollars and a continuing
supplementation of the library budget of 1.0 million per year to move the Texas
A&M library capability toward 4 to 5 million volumes by Year 2000, to install
electronic retrieval systems, and to expand and improve services.
Improved Laboratory Equipment

. Assumes a permanent commitment to keeping all laboratory and research
equipment current with the best available. Estimate of costs comes from TAMU
administration.
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Superior Computer Capability
Supposes a major investment of 25 million dollars over the next_ five year~ in
micro-, mini-, and research-computers smaller than the Amdahl, making graphics
and interactive capabilities available to all faculty and students who need them .
Continuing increase in computer budget will make instructional and research uses
basically free to faculty and students, maintain the added equipment, and allow
reasonable annual replacement of aging equipment. Estimates come from a
university study committee's conclusions as of January, 1983.

High Capacity Telecommunications System
Assumes purchase and installation cost of $250,000 per transmitter (uplink)
and $15,000 per receiver (downlink), and construction and equipping of a 2,000
sq. ft. facility (including one video classroom, offices, work spaces, control room,
storage rooms, and furniture) at a cost of $125 per sq. ft. Projects that video,
audio, and control electronics plus instructional media will cost about $100,000.
Proposes three installations, one on the central campus and one each in the
Dallas-Fort Worth and Houston areas at an expected total annual operating cost
of $1,725,000. Cost per satellite video channel is figured at $300 per hour, with
each channel capable of handling one video signal or hundreds of audio or data
signals at a time. Supposes each installation will operate a chargeable average of
4 hours per day, 5 days per week, 50 weeks per year ($300,000), require 3
operators and a secretary ($75,000), and need $200,000 for equipment maintenance, repair and replacement. Also supposes that continuing education or data
access contracts can be obtained to offset 25-30% of operating costs.

New Visual Arts Center
Studies by Wayne Stark and a distinguished advisory committee project
200,000 square feet for permanent display areas, special exhibit areas, work
areas, storage areas, auditorium, and other associated spaces in a Visual Arts
Center. Private collection promises are already sufficient to fill half of the permanent collection areas, and more promises arrive monthly. It will take $2,000,000
annually to staff the center, support its operation, and allow the purchase of
pieces for the collection. Cost of operation of the Center may be reduced when
the fine arts department is fully operational.

New Continuing Education Facility
Assumes some shared use between Texas A&M and outsiders. Replaces
Rudder Center as the major location for continuing education activities. Should be
adjacent to limited hotel and dining facilities planned for Executive Development
Seminars and to special events center. Partially self-supporting after construction.
60,000 net square feet.

New Special Events Center
Assumes Center will be shared between Texas A&M and community, and
construction costs will be shared between Texas A&M, community, and gifts.
Most operating costs will be paid by users.

Increased Internal Support for Research Activities
Assumes internal support from AUF as well as from annual gifts for faculty
members (1) who conduct research in fields who do not usually get outside
grants and contracts, (2) whose projects are just starting and are not well enough
~evelop~d to attract outside funding, (3) who have established staffs and operations ~h1_c_h ne~d carry-over funding betwen grants, and (4) who have promising
and s1gnif1cant ideas that are too far removed from predictable pay-off to attract
outside funding (this is especially likely to be true in the case of basic research).
Also assumes that some indirect cost monies received from granters and contractors can be returned to faculty researchers, even if they are received by the
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Research Foundation, the Texas Engineering Experiment Station or the Texas
Agricultural Experiment Station. Presumes some released time to allow selected
faculty members to devote extra effort to research.
Fully Funded Major Research Service Functions.
Assumes that services like those provided by the Electron Microscopy
Laboratory can be funded primarily with university resources rather than by users'
fees so their service may be made available to students and faculty regardless of
whether they have funded projects. Opens special capabilities to a broader
portion of the university community.
New Major Research Tool
Assumes a federal grant and contract to build and operate a new facility
more sophisticated than the cyclotron and at the cutting edge of new research
technology. Subsequently, the university must commit some funds for operating
costs.
Increased Availability of Cultural Events
To obtain musical, dramatic, and dance presentations, special art exhibits,
and faculty-student foreign travel opportunities in greater numbers than at present.
With decreasing federal subsidies for the arts, special endowment funds for the
arts, for travel, and for special cultural opportunities are needed to supplement
annual corporate gifts. Assumes separate initial endowments for the arts
($2,000,000), for travel ($1,000,000), and for special cultural opportunities
($1,000,000), with opportunities for each endowment to grow.
Increased Availabilty of Intellectual Growth Opportunities
Assumes separate endowments for two or more lectures series ($1 ,000,000)
and for a visiting scholars program ($1,000,000). Supports and supplements
existing activities sponsored by MSC Committees.
Increased Undergraduate Scholarships for Talented Students

Assumes a doubling of Presidential scholarships from 300 to 600, an
increase in Presidential scholarship stipends from $2,000 to $2,500 for all 600
scholarships, and an increase in the Number of National Merit Scholarships from
400 to 800 at an annual stipend of $500.
Increased Scholarships for Minority Students

The University seeks minority enrollments between 3,500 and 5,000 by the
end of the 1980s. Realistically, to attract high quality minority students in
competition with other major universities, Texas A&M must offer substantial
scholarship opportunities. Assuming that only half the minority students were
funded at $5,000 per year, a total of $8,750,000 to $12,500,000 would be needed
annually.
Increased Support for Students from Low-Income Families

Federal sources now make available loans to students amounting to approximately 7 to 8 million dollars a year. If, as some trends suggest, these federal loan
sources disappear, a loan fund might have to be established to provide this
amount of available money. Once students begin repaying loans, the need for
new funds will drop steadily to zero.
Increased Support for Graduate Students

Ideally, 1O percent of a graduate student body of 10,000 should have
fellowships, some for the full program, some to permit full attention to research
during the last year or two. Assistantships requiring 50 percent-time work can
support graduate students before or after, or in lieu of, fellowship awards.
Example given assumes $9,000 stipends for 440 students per year of which at
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least 90 are minority students. These figures represen~ slightly less tha~ h_alf of
the ideal number of graduate students having fellowships, but substantial improvement over present conditions.

Recommendations
a. Plans should be made to develop and expand each of the possible
sources of supplementation for appropriated resources to support Texas
A&M's rise to preeminence.
1) To meet the specific development needs and to fund the construction
projects listed in Table 1, annual gifts must rise by $7-10 million and
one time gifts totalling $110 million will need to be attracted between
1983 and Year 2000.
2) More Available University Fund dollars should be allocated for enrichment than at present, both in absolute dollars and in proportion of the
AUF. In Table 1, over 20 million more AUF dollars for enrichment are
proposed than are now allocated. If those dollars cannot be diverted
from construction and debt retirement, annual gifts or endowment
income will need to be increased to pick up the difference.
3) PUF bonds need to be combined with gifts to complete some construction projects that can be undertaken only with funds from multiple sources. Between 24 and 34 million PUF dollars are suggested for
jointly funded projects.
4) The total amount of contract and grant funds for research and development needs to grow and a major part of the indirect cost dollars
needs to flow to the university and contract and grant recipients.
Steps should be taken to change the law that deducts indirect cost
funds received by the state universities from their appropriations. Only
new contract funds needed to support the operation of some recommended installations are shown in Table 1; the total number of grant
and contract dollars received by TAMU proper should increase tenfold
by Year 2000.
5) Endowment funds must grow to between 450 and 500 million (in 1982
dollars) to support dependably the fairly modest supplementations for
faculty, students, and facilities shown in Table 1. If the Board adopts
more ambitious goals, the size of the endowment will need to be
larger yet.
b. The Development Foundation needs to expand its staff and increase its
fund-raising activities. In cooperation with the administration, it should
plan a series of fund-raising campaigns to meet specific goals and
purposes in a priority order. It should also continue established
fund-raising activities so as to protect the integrity of gifts from donors
not responding to the campaigns.
c. Attempts must be made to reserve as much of the AUF for enrichment
purposes as possible by controlling the System-wide building program
and the annual requirement for bond redemption. If constitutional
changes in rules governing the PUF and AUF occur that limit the amount
of AUF dollars that can be spent on enrichment, the size of annual gifts
or the projected endowment must rise to pick up the difference.
d. The Board and the administration should work with their counterparts at
The University of Texas at Austin to convince officials in the state
government that present formulas do not provide levels of funding
adequate for high quality flagship institutions. They should point to
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recommendations from the Governor's Task Force on Higher Education
that flagship universities require and deserve higher levels of state
support than do other institutions of higher learning.
e. The legislature should be encouraged to modify the formulas for funding
higher education so as to reward institutions that seek and achieve
higher quality in their graduates.

1o. Governance, Organization, and Leadership
Over the years, the governance of Texas A&M University has tended to be
more authoritarian than democratic. Perhaps because of the university military
tradition, authority has resided primarily in the officers of the university. When they
have made mistakes or have made decisions displeasing to the Board of
Regents, the Board has intervened, most typically by removing the offending
administrator from office. In periods of strong leadership, substantial institutional
progress has been made, but until recently faculty involvement has been minimal.
Faculty intelligence and insight have rarely been seen as resources upon which
administrators might draw in making decisions regarding governance of the
university. The Task Force on Academic Institutions believes that Texas A&M
University needs a strong and dynamic leader who is able to marshal the
considerable talents of the university's faculty in planning and guiding university
operation and development.
The president of the university is a key figure. To a great extent, success or
failure in the drive for preeminence will be wrapped up in the expertise of this
individual. Ideally, the president should have scholarly attainments and university
experience sufficient to establish solid credibility with the faculty, and at the same
time administrative experience and success in leadership sufficient to win the trust
and respect of the Board. The president must also be someone who can
communicate effectively with the diverse public constituencies with interests in
and concerns about Texas A&M University. Finally, the president must have
vision, a capacity not simply to respond to today's challenges but also to
anticipate changes and to respond to them in an effective manner.
The successful president will make much greater use of the expertise of the
university's faculty than has often been the case in the past. There is evidence
that the faculty is ready to shoulder this kind of responsibility. In recent years,
many faculty members have come to Texas A&M from institutions where faculty
involvement in the governance process has been long-established. Even faculty
members of many years standing as Texas A&M professors are expressing
increased interest in developing more formal mechanisms for passing on faculty
views to university administrators. In response to this general feeling, a faculty
senate is now being planned. The Task Force on Academic Institutions views this
as a positive development.
In addition to assuring strong leadership in the president's office and
communication channels through which faculty pespectives can be communicated, a great university must have a streamlined administrative structure. In
recent years, organizational structure and operational procedures of Texas A&M
have become increasingly complex. The time is ripe for a review of these
arrangements with a view to slimming down the structure and eliminating needless bureaucracy.
Leadership at Texas A&M has suffered from discontinuity tor almost a
decade. Plans can hardly be long term and commitments can hardly be depended on when leaders turn over every two or three years. Substantial advancement
of !he in~~itution is n~arly impossible under such conditions, and the public image
of 1nstab1hty undermines future progress as well. If the university is to become
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preeminent, the Board and the Chancellor should seek continuity in Texas A&M's
leadership and foster consistent pursuit of long term goals.
Recommendations
a. The President of Texas A&M University should be a strong individual
who has credibility with the faculty, has sound management skills, has
exemplary public relations skills, and has the vision needed to lead the
institution to preeminence.
b. The university administration should provide formal channels through
which views of the faculty can be made known and which can tap
important expertise residing within the faculty at large.
c. With input from the faculty, the administration should thoroughly review
the university's organizational structure to eliminate unnecessary roles
and functions, to simplify lines of authority and responsibility, and to
assure that each position has a coherent set of essential duties.
d. With the help of the faculty, the administration should reduce operational
complexity of the university, eliminating non-essential forms and reports,
reducing the length of approval chains, coordinating demands from
different administrative offices, and freeing as much time and energy as
possible for more creative activity by faculty and unit heads.
e. The Board and the Chancellor should seek to provide stability of leadership within the university at all levels where turnover has been frequent.
They should promote continuity of goals, directions, plans, and policies.
However, neither the Board nor the Chancellor should attempt to involve
themselves regularly in day-to-day management of the university.

11. Quality of Life
On many counts, the quality of life at Texas A&M is substantially better
today than a decade ago. The campus environment is more attractive, more
physical facilities are available, cultural opportunities have improved, and the
intellectual climate gets more stimulation from visiting scholars. The community
has grown, too. Consequently shopping, recreational, social, educational, and
housing opportunities are better today than they once were. All of these gains
must be consolidated and extended.
The growth of the university has generated some problems as well as some
real benefits, however. For example, when 8,000 students attended the university,
it may have been tolerable to have a major thoroughfare and a railroad line
running immediately adjacent to the campus. With the growth of the university,
the street and the railroad no longer run on the periphery of the campus but right
through it, and so create an intolerable barrier to cross-campus movement. Given
the history of derailments on this section, this line poses a very real and present
danger to the campus community. Every effort should be exerted to get the
railroad line and the roadway moved from the main campus area.
Growth has also forced thousands of students to live off campus, so they
are somewhat removed psychologically from the mainstream of campus life.
Class sizes have mushroomed, even at the senior level in some majors, and
academic advisors are hard to find in some departments. The increased number
of cultural events is to some extent offset by the greater competition for tickets.
Indeed, the student body now is so large that if students filled every seat in
Rudder Auditorium, not one tenth of the student body could be seated for a
performance. Other than Kyle Field, no facility on the campus can seat even a
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third of the student body at one time. These limitations also assure that only a
fraction of students and faculty hear and interact with visiting speakers and
scholars.
Cohesion of the student body has eroded further each time a thousand
additional students has arrived. The importance and the identity of the individual
student has been harder and harder to maintain. The common experiences that
have traditionally built such values as loyalty, integrity, honesty, friendliness,
ambition, patriotism, and self-reliance in Aggie graduates are no longer shared by
the whole student body. Although students with high levels of energy and initiative
have found many opportunities to learn leadership and to absorb Aggie traditions,
no substitute for the Corps of Cadets has yet emerged to involve those
non-Corps students who have less drive and self-confidence in the ethos of the
institution. Serious efforts to restore the sense of belonging and camaraderie for
all students need to be undertaken.
Though one can hear unusual points of view and radical proposals expressed on the campus, and though occasionally Aggies are able to laugh at
themselves, real intellectual freedom is still not universally prized by students,
faculty, or administrators. Freedom for faculty and students to disagree openly
with university administrators or board members on policies or positions adopted,
with popular opinions on social issues, or with established beliefs in religion or
scholarship is still not jealously protected. Neither is the adoption of new theories
or the proposal of divergent ideas accepted as a natural stimulus to progress.
While casual conversation has more intellectual flavor than it once did, more
conclusions about unfamiliar or disturbing new ideas are drawn from unexamined
bias than from rational analysis. The air of intellectual freedom needs to be
freshened at Texas A&M with new currents of thought.
The local community, though improved, still lacks many desired capabilities.
There is no public transportation system, inter-city bus transportation is infrequent,
and air service is limited to commuter service and is expensive. Cultural events
are infrequent. Many people still find it necessary to shop in Houston. The Task
Force feels that the university should work more closely with governments in the
local communities to coordinate plans, consider activities, solve problems, and,
when appropriate, to share costs for facilities such as convention centers, airports,
and the like that benefit both the university and the community. The Board and
the administration should support or encourage Highway Department plans to
improve highway connections between Bryan-College Station and major metropolitan areas in Texas and should work to develop a regional airport with
expanded air service.
For Texas A&M to attain preeminent stature, there must be a determined
effort to improve the quality of life. Some unsatisfactory situations will be improved by construction that is under way, but careful thought and insightful action
will be needed to change the intellectual, cultural, and social milieux of the
institution. Special attention must be paid to preserving endangered values, and
new levels of collaboration with the local communities will need to be reached.
Recommendations

a. Since the presence of a railroad line and a major highway running
through the campus poses a significant danger to the health and safety
of the university community, the Board and the administration should act
decisively to arrange for removal of these arteries to a site well off the
main campus.
b. Intellectual freedom should be supported and protected at Texas A&M.
Faculty members and students should be free to express controversial
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c.

d.

e.

f.

g.

views even though they may be at odds with those of System administrators, university administrators, other faculty members, other students,
or members of the public at large.
The university's cultural environment should be enriched through expansion of opportunities for students and faculty to experience fine music,
paintings, sculptures, theater, and other modes of cultural expression
which, at present, are insufficiently available at the university. The Board
should also devote the allowable one percent of new facilities construction costs to art.
The number of outstanding lecturers and scholars who visit the campus
should be increased substantially and various internal events and activities should be introduced to stimulate the intellectual life of students
and faculty.
More attention and resources should be invested in improving the total
university experience of students who live off campus and in seeing that
values established when Texas A&M was small are not lost to any
student because of the great size of the institution.
The Board should direct university administrators to cooperate more
formally and continually with local community officials to build excellence in all dimensions of community life, particularly those which will be
weighed carefully by top-flight professionals as they consider offers of
employment from the university. University administrators should not
hesitate to broach to local community leaders the possibility of shared
university-local community funding for some facilities, such as convention centers and the airport, that benefit the community as well as the
university.
The university administration should work with local community and
state officials to improve access to the area by all forms of transportation. Highway improvements should be steadily supported until four-lane
highways or better connect Bryan-College Station to Greater Houston,
Austin-San Antonio, and Dallas-Ft. Worth. Plans to develop a regional
airport should be supported.
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Section Ill:
Prairie View A&M University
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A. Executive Summary
In reviewing Prairie View A&M University, the Task Force on Academic
Institutions observed some divergence between the traditional role of the institution as a university to serve Black students and recent mandates of the U.S.
Office of Civil Rights to speed the integration process. The Task Force believes
that increased integration at Prairie View is inevitable, but that the university
should also continue to have a special commitment to serve the needs of Black
citizens of Texas.
In its study of Prairie View, the Task Force identified two broad areas of
concern. First, the institution's programs have not evolved as dynamically as the
administration expected them to or as they needed to for Prairie View to remain a
leader in Texas higher education. Second, as integration has opened other
avenues to higher education for Black students in Texas, the nature of the
student body has been changing and enrollment has not grown in proportion to
the state's population.
Over the past several years, Prairie View has sought authority to offer
several new disciplines, programs, and degrees and has been authorized to offer
many of them. Few have developed into thoroughly successful offerings that have
attracted numbers of new students. All have competed for limited resources with
other new and existing programs. As the Task Force sees it, the result has been
that no program has been backed by sufficient resources to become outstanding.
The ten new programs mandated by the Texas Desegregation Plan must not be
allowed to dilute limited resources further. Rather, extra resources must be
appropriated to support them. Furthermore, the administration must be encouraged to allocate its total resources so as to build program quality and
enhance program attractiveness to prospective students even if that means
eliminating some weaker programs.
For several years, enrollment has been a major concern at Prairie View.
Competition for highly qualified minority students has become intense, and Prairie
View has lost many potential students to larger universities offering better facilities
and more liberal scholarships. Realistically, Prairie View is unlikely to attract many
top minority students back until its facilities are improved, its programs are better
recognized, and more student aid is available. For these and other reasons,
several established programs have languished because of dwindling numbers of
students.
Partly in response to the loss of many excellent Black students, partly out of
concern tor falling enrollments, and partly in an effort to overcome any test bias
against minority students, Prairie View has adopted a nearly open admission
policy. There appears to have been more emphasis on assuring access to higher
education for economically or educationally disadvantaged minority students,
however, than on estimating their probability of success or on assuring a
continued high quality of graduate. Consequently, there has been a high dropout
rate, more remedial work than the Task Force believes appropriate at a university,
and a growing opportunity for unqualified students who gained admission to erode
academic standards.
The Task Force believes that Prairie View should restore definite admission
standards and gradually raise them as improvements in facilities, programs, and
scholarship stipends make the university more attractive. Further, the Task Force
believes that Prairie View should steadily reduce its involvement in remedial
education to the minimum level necessary to keep capable students with poor
high school preparation successful in college. Finally, the Task Force suggests
that to assure that looser admission criteria do not undermine the quality of
education at Prairie View, more formal exit criteria should be adopted.
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The Task Force feels that ultimately community colleges rather than universities should be guarantors of access to higher education for individuals with low
income or poor public school preparation. That function should not always be a
part of Prairie View's mission. But since disadvantaged Black students still trust
traditionally Black colleges more than community colleges to provide that access,
Prairie View will have to withdraw gradually from that role. Meanwhile, to increase
its enrollment, Prairie View should build its new programs to visible excellence
and recruit students of all races even more intensely in the Greater Houston area.
To assist the administration and faculty in deciding where and how to
allocate resources to build attractive new programs and to strengthen or discontinue old ones, the Task Force suggests that a committee be established by the
Board of Regents to study Prairie View's future in more detail. Such a committee
should include a strong representation of Prairie View alumni along with knowledgeable individuals having no personal ties to the institution. The committee's
work might well be supplemented by some expert visitors in several disciplines
(perhaps from accrediting agencies) who could offer advice about the current
status and needs of existing programs.
General recommendations for Prairie View were made for each of 11
dimensions of excellence. The remainder of the Summary includes a listing of
these dimensions and summaries of issues addressed in recommendations for
each dimension. For a fuller treatment of these issues and related recommendations, please see the main body of the report.

1. Quality of Graduates
• assure that graduates demonstrate the thought processes, general
knowledge, and verbal skills of all educated people.
• assess quality of graduates systematically and regularly.
• commission a panel of educators, alumni, and citizens to study the
future of Prairie View in greater detail and to recommend changes in
direction and emphasis.

2. Breadth and Quality of Programs
• upgrade the quality of present programs with advice from outside
experts in various disciplines, including representatives of accreditation agencies.
• strengthen the academic foundations component of all programs.
• study program configurations with a view to eliminating unnecessary
administrative units and positions.
• assure that adequate resources are in place before installing any new
programs, and seek special support for the new programs mandated
by the Texas Desegregation Plan.
• target certain strong programs in engineering and business for development toward excellence.

3. Quality of Instruction
• support high standards of faculty expectations of students and assure that faculty members do not teach outside of their areas of
expertise.
• assess the quality of instruction and increase incentives to improve
teaching quality.
• support faculty development opportunities.
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• provide telecommunications links to instructional and library resources at Texas A&M University and elsewhere.
• give first priority to improvement of teaching when funds are allocated to teaching, research, and service programs and activities.

4. Quality of Research
• support applied research activities in selected academic units with
organizational and budgetary assistance.
• support more research links with Texas A&M, the Texas Agricultural
Experiment Station, and the Texas Engineering Experiment Station,
and encourage state-of-the-art communications facilities to support
these and other cooperative relationships.
• require greatly expanded research activity in any areas targeted for
future doctoral-level programming.

5. Extent and Importance of Service
and Continuing Education
• support continued efforts to assist minority business and professional people, especially in the Houston and Prairie View areas.
• encourage faculty consulting activities.
• support increased linkages with the local community.
• encourage faculty expertise in the international arena so that the
institution can contribute to international development in underdeveloped Black countries.

6. Capability of Faculty and Staff
• recruit outstanding junior scholars as well as established program
leaders who can build and monitor strong instructional programs.
• assign work loads that allow faculty and staff members to perform
well in all they do.
• establish a sabbatical leave program for tenure track faculty members.
• monitor tenure carefully to assure that it is awarded only to individuals who are likely to continue high levels of performance once they
are tenured.
• provide the faculty with easy access to facilities and equipment that
support quality instruction.
• add new faculty members with high instructional and research competence in areas with potential for future expansion to doctoral-level
programming.
• make faculty salaries competitive with those at similar institutions.
• upgrade the capability of support staff members.

7. Nature of the Student Body
• strengthen admission requirements with all deliberate speed.
• continue to serve needs of minorities, but increase non-minority
enrollment.
• increase graduate enrollment in areas where strong undergraduate
programs are in place.
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• seek a Year 2000 enrollment considerably larger than the present
student body.
• recruit more heavily in urban areas, especially in Houston.
• increase the amount of available scholarship and loan money.
• consider changing the name of the institution to Texas A&M
University - Prairie View.

8. Adequacy of Physical Facilities and Equipment
•
•
•
•

significantly improve instructional and laboratory space.
improve the university's appearance.
provide for upgraded library services.
enlarge the university's computer capabilities to meet new instructional needs and to support administrative and research operations.
• develop telecommunications links with other parts of the System.
• update laboratory and instructional equipment, particularly in areas
targeted for futher expansion at the graduate level.
• seek from the legislature funds over and above formula appropriations to support facilities needed to mount programs specially mandated by government agencies.

9. Supplementation of Appropriated Resources
• improve the alumni record keeping system so that current, accurate,
and complete alumni records are always available.
• work with the System-level Development Office to plan and mount
campaigns both for annual gifts of $2.5-3.0 million and for endowments gifts totaling $75 million.
• solicit grants as well as gifts to increase selected institutional capabilities, especially those that may be extended by equipment purchases.
• target endowment campaigns to meet such objecti ves as salary
improvements, scholarship funding, faculty development, and facilities augmentation.
• assure that development is but part of a larger effort designed to
build a strong image of Prairie View as an institution dedicated to
academic excellence.

10. Governance, Organization, and Leadership
• reduce the size of the administrative structure to a level commensurate with Prairie View's size and complexity.
• approve no new administrative positions unless evidence is overwhelming that they are needed.
• take steps to provide for greater faculty involvement in the governance of the institution.

11 . Quality of Life
• actively recruit students from diverse ethnic and racial backgrounds.
• assure an atmosphere of intellectual freedom that allows individuals
to speak out on controversial issues.
• expand opportunities for students and faculty to attend and participate in cultural events.
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• improve student housing, recreational facilities, and extra-curricular
programming.
• work with state officials to assure that Prairie View has access to the
new highway bypass around Hempstead.

B. Report and Recommendations
Prairie View A&M University has a proud tradition of over one hundred years
of service to the citizens of Texas. Until 1947 it was the only university in the
state that Black citizens could attend, and even after all public institutions of
higher education were opened to Black students, it continued to serve a predominantly Black student body. Its graduates are lawyers, doctors, ministers, professors, career military officers, government officials, business men and women, and
independent farmers. A major portion of today's Black leadership from Texas got
their undergraduate education at Prairie View.
Over the iast twenty years the winds of change have been blowing across
Prairie View. The course of integration has touched Prairie View and the other
Black universities just as surely as it touched the White universities earlier. A new
and broader mission has been urged by the Office of Civil Rights and considered
by Prairie View's administration. The mission envisioned by the federal agency
was in the context of a fully integrated institution, however, while the local
administration foresaw new fields and new degree levels for a still mostly Black
university. Meanwhile, the burgeoning population of Houston has been pushing
inexorably northward till its outermost suburbs are scarcely 25 miles from Prairie
View. All of these forces must be considered in deciding future directions for
Prairie View A&M.
The Task Force has also noted changes in Prairie View's student body.
These changes result from growing competition among universities for top minority students and from the availability of total federal support for low-income
minority students. On the average, students are entering Prairie View not as well
prepared as in the past, and they are not maintaining the levels of motivation that
used to be characteristic of the student body. The quality of facilities and
equipment, never fully adequate, has also lost ground, and resources invested at
Prairie View have not been sufficient to support a first class program. As a result
the faculty has had to start the education of today's students from a different point
of readiness, to work harder to overcome deficits in achievement and drive, and
to get along with fewer resources than they once did. Graduates of today may
have missed opportunities to develop familiarities, skills, and abilities that their
predecessors built solidly.
Although serious efforts have been made to recruit White students to Prairie
View, so far they just have not come. Moreover, though the students from the
Houston area have increased to about a third of the student body, the phenomenal growth of Greater Houston has not yet had much impact on Prairie View.
Careful analysis needs to be made of how programs and facilities might be
modified to attract a more ethnically diverse, a more able and better prepared,
and a larger student body. The remainder of the report on Prairie View speaks to
these and other issues intended to promote quality in the university and its
graduates.

1. Quality of Graduates
The Task Force on Academic Institutions questions whether recent conditions at Prairie View have allowed the university to produce graduates of as high
a quality as it did in the past. Task Force members are concerned about
ad~ission standards, levels of expectation, and the adequacy of facilities and
equipment.
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Open admission policies at Prairie View allow many _stude"'ts to enter who
are either not capable of benefiting from a college education or re not prepared
to begin one. Federal support for low income minority student , rtually paxs the
entire cost of their education and continues so long as the stu
ts ma1nta1n
grade point ratios of 1.0 on a 4_.0 scale (A = ~.0;_F = 0.0). T~is uation allows
marginal students with low achievement mot1vat1on to remain •· chool as _long as
university academic standards allow and Prairie View ~as n~t • 11 enforcing
academic probation. Even so, there has been a very high fa1lur and drop out
rate in the freshman and sophomore years.
In the face of a changing student body, the level of expe
,on in the
university has diminished in some regards. In many freshman 1? ~ophomore
classes the average student is poorly prepared for college and .,,,rnmally
motivated. Instructors are forced to teach what the students are ·eady to learn,
even if that means expecting less in entry skills and overall cou se accomplishment than used to be the case. As a consequence, even the best students may
not learn as much today as was possible ten or twenty years ago. The longer
marginal students remain enrolled, and some continue for as many as six or
seven years before meeting the minimum requirements for graduation, the more
likely that levels of expectation will be weakened throughout the program.
A third concern is with the quality of the educational facilities and equipment
at Prairie View. Many are outmoded or otherwise inadequate to support a first
class program. Even strong students could not get as good an education in the
present classrooms, laboratories, and library, supplied and equipped as they are,
as ought to be the case.
The Task Force believes that improvements must be made in all these areas
to assure high quality in Prairie View graduates. Recent developments in the
building program, changes in administrative philosophy, and closer System-level
attention to Prairie View give evidence that improvements are already under way,
but more remains to be done. Admission standards need to be reestablished with
gradually increasing requirements, and academic probation needs to be enforced
to prevent unsuccessful students from jeopardizing standards while they are
taking advantage of a liberal government policy. Expectations must rise steadily in
all programs and all classes. Facilities and equipment must be adequate to
support first class education.
The administration should seek objective, expert assistance in assessing the
current quality of Prairie View graduates and suggesting precise directions that
the institution should take to protect quality. Accrediting agencies can be used to
evaluate the status of specific programs. A committee of alumni, citizens, and
academicians could help to plan strategies for overall quality improvement. In the
interim the administration should consider balancing open admissions with a
rigorous exit examination.
Recommendations

a. The graduates of Prairie View A&M University should demonstrate mature and flexible thought patterns, resistance to making hasty or purely
emotional decisions, a rational and analytical approach to resolving
problems, a tolerance for diversity, verbal precision and fluency, historical perspectives, and other characteristics of educated people.
b. At the baccalaureate level Prairie View graduates should be thoroughly
compet~nt in their specialty, have broad general knowledge, and be
skilled m spoken and written communication in Standard English. They
should be equal to the graduates of any public, five-year university in the
competition for jobs or for admission to graduate study and in performance on licensing examinations.
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c. There should be attractive personal qualities that are particularly characteristic of Prairie View graduates and which are developed by their total
educational experience at Prairie View. The faculty should participate in
selecting the qualities to stress and be thoroughly involved in their
development. Possible qualities might be leadership, poise, enthusiasm,
and responsibility.
d. At the graduate level, Prairie View graduates should have command of
advanced content in their fields, be especially skilled in written communication and articulate in oral presentation of that content, be familiar with
any technologies associated with their disciplines, and show the capacity
to assume leadership roles.
e. The quality of the graduates should be assessed regularly by examining
their employment opportunities, their employers' satisfaction with their
preparation (of itself and compared to the preparation of other employees
in similar roles), and the general caliber of institutions where graduates
are admitted for more advanced study.
f. To assess the quality of current graduates and suggest steps to substantially improve that quality, the administration is advised to in vite a study
of the institution's programs by representatives of accrediting agencies
or independent recognized experts. A panel of alumni, educators, and
citizens might also be invited to consider overall quality issues in the
future development of the institution.
g. The faculty and administration should consider whether the passing of a
rigorous, comprehensive examination as a condition for graduation
would be a suitable way to assure that standards are maintained despite
low admission requirements.

2. Breadth and Quality of Programs
The Academic Task Force believes that Prairie View's present resources are
hardly adequate to support its existing programs and patently too limited to
support new ones. The curriculum should be studied intensively to see whether
the resources are being allocated to the greatest advantage. Programs which lack
sufficient faculty, laboratory, library, or other essential resources must be
strengthened or discontinued. Programs which are not producing enough graduates to justify their continuation should be assisted with recruiting, cut back to
essential service courses, or abandoned. Programs not contributing directly to the
mission of the university ought to be cut as quickly as possible. The most costly
programs should be evaluated to determine that they contribute enough to the
quality of the university to justify their extra cost.
The Task Force believes that the one- and two-year vocational programs are
examples of programs that should be eliminated because they do not serve the
mission of the university. Resources devoted to them can well be reallocated to
other more productive and appropriate programs. The Task Force also believes
that Prairie View should restrict its off-campus programs to relatively close
locations and offer only programs that will not diminish on-campus offerings.
Off-campus programs should be equal in quality to on-campus programs.
The ten new programs mandated by the Texas Desegregation Plan for
Prairie View are intended to attract White as well as Black students. These
programs, though designed to be timely, appealing, and strong, cannot be
successful, however, if they must be supported with existing resources. Indeed,
without special appropriations to allow the addition of new faculty, the purchase of
necessary equipment and supplies, and the expansion of related library holdings,
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the new programs will not only be weak themselves but they will weaken existing
programs. The Task Force urges the Board and the administration to argue
.
forcibly before the legislature that Prairie View cannot be exp~cted to comply with
government requirements to add programs unless those requirements are backed
by supplementary appropriations.
.
.
In studying the status and quality of its present programs nd 1n planning the
addition of new specializations or degrees between now and Y ar 2000, the . .
administration at Prairie View should seek assistance frequen from accred1t1ng
agencies and other outside experts. Their analyses and recon endations should
be used both to support requests for additional resources for , rthy programs
and to support decisions to cut back or discontinue weak, cost . or inappropriate
ones. The Task Force believes that Prairie View's value as an nstitution will be
determined more by the quality than by the extensiveness of its programs.
Recommendations
a. Adequate resources should be committed to assure high quality in the
academic foundations program at the university.
b. The administration should establish a primary commitment to upgrade
undergraduate programs, follow with efforts to enhance the quality of
selected graduate programs and, as a third priority, consider expansion
of graduate programs into some areas not presently served by the
university.
c. The possibility of reconfiguring programs within the university should be
studied so as to eliminate some programs, to change the character of
some, and to combine others into fewer administrative units.
d. New programs should not be approved until the needed faculty, library
resources, and other necessary support facilities are in place. Special
appropriations should be requested to support the new programs mandated by the Texas Desegregation Plan.
e. Special efforts should be made to provide programs of interest to
students from urban areas, particularly metropolitan Houston, and to
support measures that will attract them to the university's programs.
Resources to support these programs should be obtained from the
configurations recommended in Item c and the special appropriations
mentioned in Item d above.

f. A small number of strong programs in engineering and business should
be identified as candidates for additional support for development toward
excellence.
g. Enrollment trends within each program area should be monitored, and
enrollment data should be used as an important consideration in making
decisions regarding future program support levels.

3. Quality of Instruction
As part of a national commitment to increase significantly the number of
economically-disadvantaged minority students in colleges and universities, federal
funds have been allocated to support large numbers of such students. Many have
enrolled at Prairie View. Some of them have come with well developed skills, but
many have had such weak academic preparation that they cannot cope with
university-level instruction. The teaching skills of the faculty at Prairie View have
been severely taxed because of the resulting wide range of student ability and
achievement.
In many classes the range of capabilities has been so wide that even the
average students could not grasp the standard content of the course as it was
normally presented. The instructor had to review or supply prerequisite learning,
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sometimes in a remedial fashion, before the majority of students could begin to
handle the proper course content. In those cases the faculty members have had
to lower their expectations in order to teach at a level students could understand.
While the Task Force perceives the faculty's dilemma, it believes that this solution
w,11 soon compromise the quality of whole programs and should not be allowed to
continue. If students must be given remedial instruction, it should be separated
from standard coursework and made prerequisite. Faculty members should be
supported in maintaining levels of expectation appropriate to a university curriculum, and weaker students should receive both counseling and remediation to help
them to succeed.
Another situation that has jeopardized quality of instruction has occurred
when faculty members requested and were permitted to teach courses outside
areas of their own specialization. The Task Force believes that such requests
should not be approved except in the most unusual circumstances when an
individual has developed expertise in other ways than by academic preparation.
For the most part, professors should have at least master's degrees in the
subjects they teach to undergraduates and terminal degrees in those they teach
to graduate students.
The quality of instruction at Prairie View has also been negatively affected
by the heavy teaching loads and other duties assigned to each faculty member.
Most professors have been required to teach five separate classes each semester, often with as many as three or four different preparations. Loads this heavy
are more typical of community colleges than of universities. In addition, faculty
members must be available to their students outside of class, advise majors in
their departments, sponsor student organizations and activities, and serve on
committees that conduct the academic business of the institution. The administration should work hard to reduce the total work load of the faculty, but especially
the teaching load, to permit better preparation and higher standards to be
achieved.
Instruction should be a high priority area at Prairie View. Besides improving
the conditions already discussed, the administration should encourage faculty to
improve their skills by attending seminars and participating in the activities of a
Center for the Improvement of Instruction. Faculty performance should be evaluated regularly with student input serving as one important component. Telecommunication links between Prairie View, Texas A&M , and other parts of the System
should be used to enhance the quality of instruction at Prairie View.
Recommendations
a. Administrators should monitor faculty assignments to assure that faculty
members do not teach courses outside their areas of expertise.
b. Faculty teaching loads and other assignments should be reduced to a
level that allows faculty members to plan and prepare high quality
instruction. The number of different preparations each instructor must
make should be kept as low as possible.
c. Administrators should work with the faculty to establish and implement
high standards of expectation for students.
d. Special efforts should be taken to assess the quality of instruction that is
being delivered, incentives to improve teaching quality should be increased, and rewards should be substantial and visible to individuals
whose teaching is exemplary.
e. Funds should be provided so that faculty members can attend teaching
improvement seminars and participate in a Center for the Improvement of
Instruction.
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f. Attention should be given by the faculty to incorporating recent research
findings in their instruction and to giving whole programs ~ strong
research base.
g. When funds are being allocated for the improvem_ent of ff.- ,hing, research, and service, the first priority should be given to ft. ching.
h. Through a sophisticated telecommunication link, Prairie ., w should
have access to some instructional and library resources Texas A&M
and elsewhere.

4. Quality of Research
In 1981-82 research accounted for slightly less than three pr ·cent of Prairie
View's annual budget. Thus, although the university takes its research mission
seriously, research is and has been a much lower priority than teaching. The
Academic Task Force believes that research should continue to be less important
at Prairie View than teaching, but they feel that the quality of research can grow
between now and Year 2000 and the volume can show modest increases as
well. Moreover, research findings from all sources should be more generally and
carefully incorporated into the curriculum so that graduates not only understand
concepts and principles but respect the process that established them.
Research conducted at Prairie View should most likely be applied research
for the immediate future. Hopefully, lines of investigation will be pursued that can
become especially associated with that institution. Certainly the faculty of any
department that aspires to offer graduate programs should be involved in research activities long before those programs are in place. Research activity must
also be supported by library and often by laboratory resources, and the institution
must be prepared to fund start-up costs and sometimes whole projects in
research areas in which outside funding is not available. The Chancellor should
encourage the Presidents of Prairie View and Texas A&M and the Directors of
the Experiment Stations to facilitate the involvement of Prairie View faculty
members in agriculture and engineering in System research activities in those
areas.

Recommendations
a. Applied research activities in selected academic units should be
supported with both administrative and budgetary assistance.
b. More research links should be encouraged between Prairie View and
Texas A&M, the Texas Agricultural Experiment Station, and the Texas
Engineering Experiment Station. State-of-the-art telecommunications facilities linking Prairie View with other research centers in The Texas A&M
University System should be installed to facilitate cooperative research
work.
c. Increased research activity should be required in those areas in which
the university hopes to offer doctoral programs.

5. Extent and Importance of Service
and Continuing Education
As a land-grant university, Prairie View has a service mission and a history
of service activity. In the view of the Academic Task Force the extent of that
service mission was clearly greater when the Black community did not have
access to mainstream services from public social institutions. Then, Prairie View
had a statewide extension service role that is not necessary today because the
Texas Agricultural and Engineering Extension Services serve all citizens of the
state. Nevertheless, Prairie View continues to have a service mission and much
of that mission can well continue to be related to minority citizens. The Task
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Force suggests, however, that the service mission should be restricted in the
scope of its concerns. Moreover, because of the phenomenal growth of Houston
and its proximity to Prairie View, the service clientele will almost ~~rtai~ly become
more urban than it has been historically. To whatever degree Prame View
continues extension activities, they should be fully coordinated with the state level
Extension Services.
The university service programs aimed at assisting small minority-run businesses and at stimulating development of the Prairie View community should be
continued. Individual faculty consulting activities that benefit government agencies
and private businesses and add to the income of the faculty members should
also be encouraged. International service efforts, especially in predominantly
Black developing countries, should also be continued as expertise is available
and can be spared from the campus. The Task Force has the impression that the
capability to provide international assistance needs to be further developed in the
faculty, however, before the magnitude and the quality of service can reach
significant proportions.
Recommendations
a. The ongoing institutional effort to assist minority business and professional people, especially in the Houston and Prairie View areas, should
continue to be supported.
b. Faculty and administrators should pay particular attention to the Houston
and Prairie View areas as new service activities are contemplated.
c. Administrators should encourage faculty consulting activities because
they improve professional skills in operational settings, enhance
incomes, and keep university employment attractive.
d. The university should play an active role in the development of the local
community and in the enhancement of the quality of community life.
e. University administrators should foster the institution's capability to contribute to international development in underdeveloped Black countries
by encouraging the growth of faculty expertise in both the characteristics
and needs of the developing countries and in the areas in which they
most need help.

6. Capability of Faculty and Staff
According to information provided the Academic Task Force by the administration, the faculty at Prairie View includes more individuals without the terminal
degree than a high quality university should have. Some of these individuals may
be superior teachers, but their knowledge base is not sufficient to teach advanced
undergraduate or graduate courses. Hence, they reduce the overall capability and
versatility of the institution. The administration should take steps to increase the
number of faculty members with doctorates by encouraging current faculty who
lack the terminal degree to earn it in a reasonable period and by replacing those
unwilling or unable to do so.
Low salaries at Prairie View have limited the institution's ability to attract
top-flight new faculty members. Outstanding doctoral graduates of first rank
institutions can command better starting salaries and look forward to faster salary
advancement at many other institutions. Thus Prairie View must improve its
salaries to attract and keep better qualified new faculty. Furthermore, in order to
retain and reward many capable Ph.D.-level faculty who are presently employed,
the salaries of existing faculty members should also be improved. To some
degree this can be done by internal reallocation of resources, but to some degree
it will require supplementary funds.
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Faculty capabilities now and in the future will need to be err-·mced by a
systematic and professional faculty development program. Fund.~ hould be
.
provided to encourage faculty to upgrade their subject matter kn vledge and their
teaching. A sabbatical leave program should be deve_
lop_ed, con ~ snce travel
should be increased, and visiting scholars should be 1nv1ted reg rly to the
campus.
.
A first rate faculty must be supported by an outstanding st
Today, Prairie
View has difficulty in retaining the services of highly skilled sta~ ople. I~ large
measure this situation results because higher salaries are offer " by businesses
and indu~tries that compete for the services of these people. Ar ther limiting
condition is the lack of adequate housing in the immediate com ., Jnity. These
situations must be improved. The Board should support the administration in its
efforts to make employment at Prairie View attractive to outstanding staff
personnel.
Recommendations

a. The faculty and administration should recruit junior scholars with terminal degrees, strong command of their specialities, and demonstrated
promise of outstanding teaching effectiveness. Efforts should be undertaken to assure that all faculty members have at least the master's
degree in subjects they teach and, if instruction is at the graduate level, a
terminal degree appropriate to the discipline.
b. Program leaders should be recruited who have the ability to build and
monitor strong instructional programs in their respective academic areas.
c. The Prairie View administration should work with the Development Foundation to secure funds to establish faculty development leaves (sabbaticals) and to pay for other faculty development opportunities.
d. All faculty members should be evaluated annually. Tenure should be
awarded only to individuals who show promise of continued development
of their capabilities and who seem likely to continue high levels of
productivity. Tenure criteria should include more than a simple requirement of seven years' service to the institution.
e. Faculty and staff should be assured of easy access to facilities and
equipment needed to support high quality teaching programs.
f. Faculty with both teaching and research competence should be added
for any program areas in which graduate activity and expansion to
doctoral-level programming may be contemplated.
g. Faculty salaries at Prairie View should be improved to a level competitive
with other strong state universities.
h. The administration should seek to upgrade the staff capability at Prairie
View.

7. Nature of the Student Body
The undergraduate student body at Prairie View is predominantly Black,
comes mostly from smaller communities in the eastern half of Texas, and is
heavily dependent (90%) on financial aid to go to college. In recent years, Prairie
View has had an open admissions policy for undergraduates in an effort to offset
any cultural bias in the college admission tests. The policy has guaranteed
disadvantaged Black students access to higher education, but it has brought
many students to Prairie View whose ability or public school preparation makes
their success at the university uncertain. The attrition rate in the last seven years
has been over 50 percent for each freshman class.
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Thus while the open admissions policy has assured access to higher
education 'tor deserving undergraduate students who might otherwise have been
denied, it has also admitted some who could not succeed. Federal grants and
loans have supported both kinds of students at nearly 100 percent of costs s~
long as they maintained a D average (1.00 on a scale of 4.00). At the same time,
Prairie View has suspended academic probation for those who have fall en below
a C average, so marginal students have been allowed to remain in school without
removing their academic deficits. As the level of federal support has allowed
some students to live better than their families without having to meet the
traditional C average for continued support or for acceptable standing in the
university, their motivation to study hard and to learn well has not been high.
Meanwhile, desegregation has opened all universities to minority students,
and competition for bright minority students has become heavy. As a result, many
bright Black students have been attracted away from Prairie View by larger
universities with better facilities, stronger programs, and more generous scholarships. Furthermore, until Prairie View's facilities improve substantially, its programs become more attractive, and its student aid capability is much greater, it is
unlikely that those bright Black students will be attracted back. The same
achievements are likely to be necessary before White students in any numbers
are attracted to Prairie View. Nevertheless, Prairie View will be under some
pressure to integrate its student body more fully, too.
As a result of the changes in policy and in social forces, the student body at
Prairie View has changed steadily over two decades. In the view of the Task
Force, the spread of ability and achievement in the undergraduate student body is
now too great to allow even strong faculty and strong programs to produce strong
graduates. Admission standards must be restored and raised. Academic standards must be enforced, and students who cannot meet them must not be
allowed to continue. The institution must find ways to keep access to university
education open to disadvantaged bright minority students without lowering the
quality of a Prairie View education or allowing insincere students to take advantage of the system.
To increase enrollment and attract more White students, Prairie View must
make its new programs high in quality and visibility. Recruiting in the Houston
area must be intensified. Student aid funds must be increased dramatically by
expanding endowments. The campus and all student-related facilities must be
made more attractive. The administration at Prairie View should also consider
increasing the distance commuting students are allowed to travel and seek other
solutions to paying off dormitory bonds. Finally, the Board and the administration
should consider the benefits to the institution and the System that might result
from changing the name to Texas A&M University - Prairie View. With these
changes growth to 9500 or more students seems a realistic possibility by Year
2000.
Recommendations
a. Admissions requirements at both undergraduate and graduate levels
should be strengthened, but multiple admissions criteria may be desirable if the university continues to serve large numbers of minority
students. Motivation should be a factor in both admission and retention.
Marginal students exerting minimal effort should not be allowed to
continue.
b. J:rairie View should continue to serve the needs of minority students, but
it must also make substantial efforts to increase non-minority enrollment.
c. The institution should develop graduate enrollments in selected areas
with strong undergraduate programs already in place and build upon
already strong levels of quality. The proportion of graduate students
should remain at about 20-25% of the student body.
d. Prairie View should increase its enrollment substantially by Year 2000.
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e. Recruiting efforts should place a heavier emphasis on attracting students
from the state's urban areas, especially Greater Houston.
f. Prairie View should increase the number of students who commute
between their homes and the Prairie View campus by accepting commuter students from the Houston metroplex.
g. The local scholarship and loan money available to support deserving
students should be increased dramatically.
h. To foster enrollment growth, to suggest the more fully integrated student
body that has been proposed, and to underscore System membership,
the Board and the administration should seriously consider changing the
name of the institution to Texas A&M University - Prairie View.

8. Adequacy of Physical Facilities and Equipment
Except for the last decade, Prairie View has never been allocated enough
resources to build and maintain adequate facilities or to buy or replenish
state-of-the-art equipment. The university has had to make do with several
substandard facilities, to delay construction of some critically needed new ones,
and to live with some structures in serious need of maintenance or renovation.
Equipment in laboratories and service areas has been limited in supply, marginal
in quality, and outmoded before replacement. The appearance of the campus has
turned away prospective students.
There have been many reasons for this situation, including historical inequality in public support for Black institutions and a cumulative deficit in their facilities.
In addition, Prairie View has had to compete for available resources with all the
other parts of the System eligible to spend PUF bond funds. During the period of
rapid growth at Texas A&M, that competition has been especially severe. When
total System needs for facilities far exceed total System resources, it is perhaps
not surprising that a backlog of needs in one part of the System is overlooked
while attention is given to a present crisis in another. Nevertheless, the Task
Force is pleased that the Board of Regents has recognized Prairie View's dire
need for better physical facilities and is undertaking major improvements in them.
Construction and landscaping projects already authorized or planned for
Prairie View will make up most of the deficit in new educational and general use
facilities and in part of aesthetics within five years. A continuing maintenance and
renovation program will be needed to upgrade existing facilities and keep them up
to par, however. Improving auxiliary facilities with both new construction and
refurbishing work will be a harder problem because PUF bond funds cannot be
used on auxiliary structures. The Board will need to help Prairie View's administration find creative solutions to the improvement of auxiliary facilities, especially
dormitories, because the university's ability to recruit strong minority students, to
~ttract able White students, and to build enrollment will depend heavily on such
~mpr~vements. The Board must also remember that the Prairie View community's
1solat1on and limited tax base force the university to supply it with sewage
treatment, fire protection, ambulance assistance, and other services a city would
normally provide.
Equipment must also be upgraded. It is doubtful that sufficient PUF bond
funds or state appropriations can be obtained either to overcome present equipment inadequacies fully or to replace subsequently acquired equipment before it
bec?mes worn and obsolete. To maintain quality in laboratory and service
equipment, Prairie View will also need to use grants and contracts to greater
advantage and to seek annual gifts worth at least half a million dollars. Two areas
needing special attention are library and computer capabilities. Like the other
parts of the System, Prairie View should install state-of-the-art telecommunications
equipment that will allow it to borrow needed capabilities from other universities,
agencies, or services.
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Improvements in facilities and equipment should be ~ade ~cc~rd~ng to a
carefully developed plan that puts acquisitions and renovations 1n pnonty order.
The plan should be updated regularly to accommodate new factors, such as
enrollment changes, before they create critical problems. Part of the plan sh?uld
identify sources of funding for each project and the steps neces~ary to acquire
funds from sources other than appropriations or PUF bond monies.
Recommendations
a. The plan to overcome facility deficiencies at Prairie View should be
carried expeditiously to completion. The quality of instructional and
laboratory space should be dramatically improved.
b. The appearance of the university's physical structures should continue to
improve through better maintenance and repair. The public image of the
campus should also be enhanced through a thorough landscaping program. The atmosphere should be aesthetically stimulating for faculty,
staff, and students as well as for visitors.
c. The library capability should be improved through addition of automated
services and significant expansion of print and nonprint collections.
Appropriated funds will need to be supplemented to bring the collection
up to standard according to the American Library Association and
Clapp-Jordan formulas.
d. Computer capabilities should be enlarged to meet new instructional
needs as well as to provide administrative and research services. This
will require both a one time substantial investment and ongoing maintenance and replacement expenditures.
e. Improvements in library and computer capability should be achieved, in
part, by adding telecommunication links to other System components.
f. Laboratory and instructional equipment should be updated to provide
students first class educational experiences in keeping with the latest
technology.
g. Facilities and equipment should meet relevant accreditation and professional standards for graduate programs before any new graduate programs are implemented.
h. In addition to formula appropriations, extra funds from the legislature
should be sought for facilities and equipment needed to mount new
programs specially suggested or required of Prairie View by governmental agencies.

9. Supplementation of Appropriated Resources
For Prairie View A&M University to produce quality graduates, it must have
better students, better programs, better faculty, and better facilities and equipment
than it can obtain with state appropriations and its other existing resources.
Several recommendations have been made in other sections of this report about
steps that need to be taken to move Prairie View toward excellence. In this
section those suggestions are translated into dollar estimates of the supplementary resources that will be required to accomplish each recommended improvement.
The specific items requiring supplementation beyond already available resources are listed in Table 2 along with an example goal, a required amount to
reach the example goal, and a suggested source. Following the table the
decisions and assumptions behind the examples in the table are explained. At the
~nd of the section recommendations are made about funding the supplementation.
Table 2 contains no entries in the AUF column because at the time this
report was written Prairie View did not have legal access to the Available
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University Fund. If enabling legislation and ~ cons_tituti~nal ame~dment are
passed to provide that access, as current d1scuss1ons 1n the legislature may make
possible, the Task Force feels that several of the annual requirements listed in
the table could be appropriately supported by AUF dollars.
Table 2
Example Supplementation Options• and Possible Sources
Prairie View A&M University
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Explanations and Assumptions of Table 2
Center for the Improvement of Instruction
Assume Prairie View can provide space. $30,000 will buy basic office
equipment and samples of recent teaching aids. Staff will be limited. Operating
expenses will provide free teaching materials, outside consultants, and other
inducements to take advantage of Center capabilities.
Faculty Development Programs
Assume 25 sabbatical leaves per year at two-thirds salary for 9 months or
full salary for 4.5 months. This would accommodate roughly one-tenth of the
faculty each year. Assumes also $1 ,000 per faculty member per year for
conference attendance beyond what travel can be included in the appropriated
budget.
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Faculty and Staff Salaries and Benefits
Assumes the need for 10% more dollars than are appropriated for faculty
salaries and benefits annually to attract and keep high quality faculty members at
Prairie View. Also assumes that some internal adjusting and consolidating will
allow salaries to be raised for existing faculty without additional resources. Further
assumes supplementation of salaries and benefits for staff at about 10% above
present level.
Increased Scholarships for Talented Students
Assumes that $2500 annual stipends for 250 merit scholars and $1500
annual stipends for 1 ,000 President's scholars would allow Prairie View to attract
superior students of any ethnicity. Stipends of these amounts should make Prairie
View more successful in the competition for top students. Anything less, however,
will probably not match scholarships available elsewhere. To be sure scholarship
funds are provided, the source should be a permanent endowment.
Increased Support for Low-income Students
Assumes that 750 students would qualify for $500 in scholarship support
based on needs as well as merit. Some of these funds might be granted to
holders of merit or President's scholarships who needed still more financial aid;
the rest would go to other good students who needed partial support. Also
assumes that when federal programs are discontinued, up to 3,000 students will
need loan support averaging $1 ,000 a year. Loan funds will be repaid, so after a
reasonable period no additional funds will be required. Since the first graduates
receiving local loans will not be able to repay them entirely the first year or two,
more than 3 million dollars will be needed to keep funds available till repayment
catches up.
Improved Cultural and Intellectual Opportunities
Assumes an average cost of $10,000 for first rank artists, performers,
exhibits, or visiting scholars and projects an increase of 20 events per year.
Improved Laboratory and Instructional Equipment
Assumes that some major improvements in equipment can be accomplished
as a part of the building program and paid for from PUF bond funds. Assumes
that other equipment needs can be met by appropriated funds and through
contracts and grants, but that further supplementation through gifts will be needed
to bring Prairie View to a level of excellence in its equipment.
Improved Library and Computer Facilities
Assumes a need or a one time major improvement in computer capability
that can be accomplished with gifts and grants. The telecommunication facilities
should provide for access to the large computer at Texas A&M. Assumes an
annual supplement of $50,000 to the library acquisition budget, which has been
running about $125,000.
High Capacity Telecommunications System

Assumes purchase and installation cost of $250,000 per transmitter (uplink)
and $15,000 per receiver (downlink), and construction and equipping of a 2,000
sq. ft. facility (including one video classroom, offices, work spaces, control room,
storage rooms, and furniture) at a cost of $125 per sq. ft. Projects that video,
audio, and control electronics plus international media will cost about $100,000.
Proposes two installations, one at Prairie View and one in Houston at an
expected total annual operating cost of $1 ,150,000. Cost per satellite video
c~anne! is figured at $300 per hour, with each channel capable of handling one
video signal or hundreds of audio or data signals at a time. Supposes each
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installation will operate a chargeable average of 4 hours per day, 5 days per
week, 50 weeks per year ($300,000), require 3 operators and a secretary
($75,000), and need $200,000 for equipment maintenance, repair, and replacement. Also supposes that continuing education or data access contracts can be
obtained to offset 25-30% of operating costs.

Enrichment of Selected Programs
Assumes that a supplement of $50,000 to each of four departments could
allow each one to increase the quality of its operation enough to improve status
significantly in a few years.

Recommendations
a. As the first step in a growing development program Prairie View should
immediately improve its alumni record keeping system to achieve and
maintain a current, accurate, and complete set of alumni records. The
Prairie View alumni organization should also be encouraged and supported by the administration to become a strong influence in the lives of
graduates and a major force in the development of the institution.
b. The administration should work with the System level development office
to plan and mount campaigns for annual gifts that will total $2.5-3.0
million dollars ($1,150,000 to support yearly activities, the remainder to
accumulate for one time expenditures) and for endowment gifts that will
aggregate to over $70 million by Year 2000, if the examples given in the
table are accepted. Other goals will be necessary if other assumptions
are adopted.
c. The faculty and administration should attempt to solicit grants as well as
gifts to increase various institutional capabilities, especially capabilities
that are extended by equipment.
d. A series of endowment fund campaigns should be planned to achieve
specific goals in salary supplementation, scholarship funding, faculty
development, and facilities enrichment. Alumni, friends, corporate givers,
foundations, and other appropriate sources should be canvassed.
e. The development effort should be a part of and responsive to a general
effort to build a strong public image for Prairie View as an institution
dedicated to academic excellence.

10. Governance, Organization, and Leadership
In the opinion of the Academic Task Force, Prairie View has had far more
administrative structure than was needed to run the institution for the past several
years. The effort to multiply offerings has led to the creation of departments and
colleges when enrollment has not justified the additional administrative units.
Efforts to recognize or reward individual faculty members for their loyalty and their
contributions have apparently resulted in their elevation to new administrative
positions when better salaries would have been more appropriate. There is little
evidence that faculty have been genuinely involved in governance in the past
decade or so.
The Task Force believes that Prairie View can be run much more efficiently
with a streamlined organizational structure that reflects the realities of numbers of
students and faculty members involved in each part of the program. Excess
administrative units and positions should be eliminated quickly but without punishment, to incumbents, who did not create the problem. Savings on administrative
costs should be plowed back into the instructional program, especially to increase
faculty salaries.
On the other hand, opportunities for faculty to participate in the governance
of the university should be increased substantially, with built-in mechanisms for
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them to take the consequences of their own decisions. Perpetuation of the status
quo will destroy the future of Prairie View. Thus, both the faculty and the
administration must look toward new goals, new means to those goals, and new
relationships between the members of the university community.

Recommendations
a. The Chancellor and the Prairie View President should reduce the administrative structure to a level commensurate with Prairie View's size
and complexity. The administrative organization should be simplified to
streamline reporting relationships and to place decision making authority
as close as possible to the operational level.
b. Once the Prairie View administrative structure has been simplified, the
Chancellor should review all new administrative positions proposed
thereafter to ascertain that they are necessary.
c. The faculty's involvement in the governance of the institution should be
carefully developed so as to make the faculty a full partner in the
institution's quest for excellence.

11. Quality of Life
As the Academic Task Force has analyzed the information provided it, the
faculty and administration have tried to provide a rich and varied extracurricular
program for Prairie View students. The list of activities, organizations, clubs, and
groups reflects many opportunities for personal, social, intellectual, and cultural
development. The list of honors and recognitions reveals that some attention is
paid to encouraging high performance.
The campus does have some centers of attraction, but the overall environment needs to be improved to contribute as much as it should to the quality of
life at Prairie View. Plans already under way should accomplish many improvements in a relatively short time, but the faculty and administration should give
continuing attention to making the campus a place that graduates will remember
with pride and pleasure.
The cultural dimensions of campus life have been to some degree limited by
Prairie View's location, by its lack of racial diversity, and by its resources. To
deepen their respect for difference, the students need to interact continually with
peers from diverse ethnic and religious origins. To develop their awareness and
taste, the students need to be exposed to regular presentations of drama, vocal
and instrumental music, visual and plastic arts, and dance. The cultural resources
of Houston should be fully exploited, but there should be exhibits, recitals,
concerts, plays, and ballets on campus, too. Efforts should be made to bring
professionals to campus as well as to encourage student presentations and
performances.
The intellectual life of the campus also needs to be stimulated by outsiders.
Scholars, lecturers, political figures, controversial spokesmen, and distinguished
alumni should be regular visitors to the campus. Resources must be developed to
permit a rich cultural program to be implemented each year. Faculty and students
should participate in the planning and should host the visitors. A general atmosphere of intellectual freedom and excitement needs to be developed.
The university administration also needs to work with leaders in the local
community to enhance the quality of goods and services the students receive and
the quality of stimulation the community receives from events at the university. It
should also work with state officials to assure that Prairie View has easy access
to the new Hempstead bypass.

Recommendations
a. The administration should assure that students of every racial and ethnic
background and of diverse personal convictions attend the university.
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b. The faculty and administration should develop an atmosphere of intellectual freedom in which individuals may speak out on controversial issues
and propose new ideas.
c. Life at the university should be enriched by expanding opportunities for
students and faculty to attend or participate in cultural events on the
campus and in Houston.
d. Student housing, recreational facilities, and extra-curricular programming
should be improved so as to make the total educational experience at
Prairie View more pleasant and enriching.
e. The System administration should attempt to work with the State Department of Highways and Public Transportation to assure that Prairie View
has access to the new Highway 6 bypass around Hempstead.

82

Section IV:
Tarleton State University
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A. Executive Summary
In its review of Tarleton State University, the Task Force on Academic
Institutions concluded that the university should retain teaching as its primary
mission but attend to research and service as needs are identified and resouces
and opportunities allow. The existing range of programs is thought to be sufficiently broad for now, so for the immediate future it is more important to upgrade
existing programs than to install new ones. As enrollment grows, as new needs
evolve in the state, and as circumstances change in the society, however,
Tarleton should be sensitive to the need to add programs to its curriculum.
The Task Force believes that Tarleton should expand its capabilities through
additional links with other System institutions. These links should include cooperative or joint degree programs, better coordination between curricula, library
interconnections, research participation, and two-way telecommunication connections.
The fine arts program is an especially promising area at Tarleton. In
selecting areas for priority development to excellence, the Task Force believes
that the administration should give this program special consideration. An emphasis on the fine arts and an expansion of its capabilities through intra-System
links are two developments that might help Tarleton to attract more students.
The Task Force members are particularly concerned about the trend in
recent years to admit large numbers of probationary students. While efforts to
maintain and increase enrollment are understandable, there is a strong feeling on
the part of the Task Force that these ends should not be achieved by lowering
admission criteria. Instead, the Task Force believes that enrollment can be
increased by (1) increasing admissions standards, (2) mounting vigorous recruiting campaigns, particularly in the Dallas-Fort Worth Area, and (3) changing the
institution's name to Texas A&M University-Tarleton.
Recommendations for Tarleton State University were made for each of 11
dimensions of excellence. The remainder of the Summary includes a condensed
listing of these recommendations. For a fuller treatment of the dimensions of
excellence and related recommendations, please see the main body of the report.

1. Quality of Graduates
• offer students a rich array of cultural events.
• take action to assure that all graduates are well prepared in their
major and unusually well-rounded.
• develop a system to determine the success of graduates in their jobs
and in graduate programs.

2. Breadth and Quality of Programs
• maintain a primary emphasis on high quality undergraduate education, but leave options open to respond to new needs and circumstances.
• ~dentify_ selected areas for development to excellence (including those
m the fme arts) and allocate funds to accomplish this objective.
• encourage the establishment of additional cooperative programs between Tarleton and other System institutions.
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3. Quality of Instruction
• establish a Center for the Improvement of Instruction.
• encourage improvement of instruction by increasing support for faculty to travel to professional meetings.
• provide greater incentives for faculty to improve skills on their own.

4. Quality of Research
• maintain research as an important but lesser part of the university's
mission.
• assure that research activities, techniques, and results are infused
rapidly into instructional programs.

5. Extent and Importance of Service
and Continuing Education
• aim a majority of continuing education efforts in the direction of
growing urban areas.
• encourage faculty members to engage in individual consulting .
• engage in long-term planning efforts with local government officials.

6. Capability of Faculty and Staff
• establish a faculty development program with sabbatical leaves and
increased conference attendance.
• tighten guidelines for the award of tenure to assure that those
receiving tenure will continue to be productive and that too high a
percentage of the faculty does not become tenured.
• establish a salary structure for faculty and staff that is competitive.
• hire new faculty of exceptionally high quality in those areas selected
for initial development to excellence.

7. Nature of the Student Body
• increase student body size substantially by Year 2000.
• increase the number of students coming from Dallas-Fort Worth and
other urban areas.
• raise undergraduate admissions requirements.
• continue to accept well-qualified foreign students, but control their
numbers.
• increa_se substantially the amount of available scholarship funds to
attract more good students to the university.
• consider changing the name of the institution to Texas A&M
University-Tarleton.

8. Adequacy of Physical Facilities and Equipment
• establfsh a con~truction and improvement plan to provide for systematic renovations of physical facilities as needed.
• improve library services through establishment of communications
~inks with other major libraries and by expanding the library's holdmgs.
• commit funds for student housing, service, and recreational space.
• enrich ~omputer capability of the university to assure that all graduates will have basic familiarity with the computer.
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9. Supplementation of Appropriated Resources
• work with the central System development office to plan and carry
out annual fund-raising drives and the building of an endowment.
• endeavor to build a strong alumni association as a first step in the
fund-raising process.
• establish an initial goal for annual giving in the range of $700,000 to
800,000 (1982 dollars).
• seek an overall endowment of about $28,000,000 ( 1982 dollars).

10. Governance, Organization, and Leadership
• encourage the President to take a leadership role with the faculty in
clarifying and modifying the university's focus.
• take steps to involve the faculty in a more direct and substantive way
in the governance process.
• establish an administrative office for institutional planning and analysis.

11 . Quality of Life
• improve the university's environment by expanding cultural and intellectual activities.
• seek to provide experiences that will increase students' national and
international awareness.

B. Report and Recommendations
Tarleton State University's traditional mission has been teaching, and teaching should continue to be an important emphasis. Although Tarleton should be
urged to incorporate past and present research findings into its instruction, there
is no pressing need for it to increase its level of research activity at this time. As
for service, the third mission of any excellent university, the Committee feels that
when opportunities arise and resources are available, Tarleton should develop its
service and continuing education activities to the local community and to the
metropolitan areas of North Texas.
Tarleton has a successful record of producing graduates who are prepared
to enter the business world as well as graduate and professional schools. Its
current offerings are, in the view of the Task Force, sufficiently broad to meet
present needs. Instead of recommending any major expansion of programs, the
Task Force urges Tarleton to adapt and strengthen its existing programs. To
attract a larger enrollment from the Dallas-Fort Worth area Tarleton should
maintain a continued emphasis on computer training in its business curriculum
and place more emphasis on its fine arts area and its cooperative programs with
other System institutions. These cooperative arrangements allow students to
transfer easily to other System institutions to complete specializations not fully
available at Tarleton and to use courses taken at other System institutions toward
Tarleton degrees.
Tarleton's modest increase in enrollment over the last several years has
created problems when the numbers of students needed to support certain
majors have dropped off. In response to this enrollment concern Tarleton turned
to a short-term solution and admitted many probationary and foreign students.
Although the Task Force sees the need to increase enrollment at Tarleton, doing
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so by admitting students with questionable qualifications is not a solution_the Task
Force recommends. Instead, the Committee suggests that Tarleton 1) raise
admission requirements and standards of expectation, 2) recruit more aggressively in the Dallas-Fort Worth area, and 3) change its name to Texas A~M
.
University-Tarleton. The Committee believes that these recommendat1~ms will, .
over the long run, work to enhance Tarleton's reputation and thereby increase its
enrollment.
Resources will be needed to enhance Tarleton's drive for excellen::e. Circumstances should be arranged so that Tarleton can draw on the programmatic
and scholarly resources of Texas A&M University and other System p«rts, which
should be encouraged to increase their cooperation with and support 'or Tarleton.
Faculty salaries and student support funds will need to be increased. ,. 11e
physical plant is adequate except for student housing and the maintenance and
renovation of existing structures. In order to increase and maintain the academic
achievement and professional productivity of its faculty members, the Board and
the administration should consider ways to promote professional development and
renewal. A strong faculty evaluation system along with an examination of policies
related to tenure would be helpful.

1. Quality of Graduates
Tarleton has a unique opportunity to produce graduates who are not only
competent in their specialties, but also culturally sophisticated. To do this,
Tarleton needs to take fuller advantage of its fine arts facilities, which are second
to none in the area. These facilities can provide opportunities for all students to
attend exhibits and performances by professionals as well as to participate in
university presentations.
The Task Force encourages Tarleton to maintain its reputation for p roducing
graduates highly qualified to enter their professions or other institutions of higher
learning. Since to some degree the entry level of students will determine their
exiting capabilities, Tarleton should raise its admission standards and reduce the
number of students accepted on advised admissions. The Committee also feels
that Tarleton should check periodically on its graduates to determine whether their
employers are satisfied with their preparation, and to evaluate the kinds of jobs
they are offered and the quality of graduate or professional schools into w hich
they are accepted.
Tarleton graduates should also have a good grasp of communications skills,
be well-rounded in their general education preparation, have tolerance for a
diversity of views, and be capable of leading others.

Recommendations
a. Tarleton should encourage an appreciation for the arts in its students by
helping them to enjoy a rich array of cultural events.
b. Tarleton should produce graduates who are well prepared in their major
disciplines, who can communicate effectively, who display broad general
knowledge, who are tolerant of views different from their own, and who
accept responsibility.
c. Periodic checks should be made to determine whether the quality of jobs
offered to graduates of the university compares favorably with those
offered to graduates of similar institutions, whether employers are generally satisfied with graduates, and whether those who desire to pursue
additional degrees are being accepted into high quality graduate
programs.
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2. Breadth and Quality of Programs
Tarleton's current programs appear broad enough for its present enrollment
and mission. For the immediate future, therefore, primary attention can be given
to raising the quality of existing programs still further. As changes in enrollment
occur, new needs are identified, and additional resources become available that
are sufficient to support additional programs, new departures should be considered. The deciding factor should always be whether the available human,
physical, and fiscal resources and the likely enrollment can support a high quality
program. When circumstances are right, first priority should probably be the
addition of new undergraduate majors and degrees, for undergraduate education
is Tarleton's primary mission. One possible addition, if the demand for engineers
becomes great enough in the North Texas area, would be to expand the two-year
pre-engineering curriculum to a full baccalaureate degree program. Other possibilities will no doubt be perceived between now and Year 2000. Expansi<;>n at
the graduate level should also be an option. For example, as the System's needs
for research in family and community studies grow, a graduate degree program in
those areas might be developed at Tarleton. Most graduate expansion should be
at the master's degree level, although some cooperative doctoral programs might
be explored with Texas A&M.
The administration should be encouraged to improve all the university
programs and to select certain disciplines to develop into programs of first rank.
Quality level of the priority programs can be increased by improving the quality of
the students, the faculty, and the resources available to them as well as by
strengthening their content and organization. Because of its excellent facilities
Tarleton's fine arts program would be one excellent candidate for special development. The present strong program in dairy science makes it another possible
area for special development.
The mission of the university should include the development of unique
graduates who are not only well prepared to enter their professional fields with
thorough competence in their specialities but who also have an especially
well-developed appreciation for the fine arts. Tarleton's proximity to the
Dallas-Fort Worth area should be used to advantage in this regard. The total
experience for Tarleton students should promote appreciation, involvement, and
participation in the fine arts.
Currently, Tarleton has three cooperative programs with other System institutions. The Engineering program allows students to attend Tarleton for two years
and then transfer without loss of credit to the College of Engineering at Texas
A&M University. The cooperative arrangement in Educational Administration provides for a transfer of 15-21 hours of post-master's work at Tarleton toward a
Ph.D. in that field at Texas A&M University. The third cooperative program is in
the field of aquatic biology; this gives Tarleton students an opportunity to take
courses in marine biology at Texas A&M University at Galveston. Cooperative
programs allow Tarleton to offer its students more variety now, without starting
new programs. Since cooprative programs attract students and Tarleton is concerned about its enrollment, the Committee suggests that Tarleton initiate more
such programs with the other System institutions. Other programmatic resources
of Texas A&M University and the other System parts should also be made
available to Tarleton.
Recommendations

a. Existing programs should be improved by updating content, improving
curricular sequences, and raising standards.
b. The university should maintain a strong commitment to undergraduate
education.
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c. Certain strong areas should be identified to build into the institution's
first rank programs, and extra resources should be allocated to them.
d. Resources should be committed to developing the fine arts program at
Tarleton as a priority in its drive toward excellence.
e. More cooperative programs between Tarleton and the other System
institutions should be initiated in order to expand Tarleton's appeal to
students without committing resources to new programs.

3. Quality of Instruction
Undergraduate instruction is central to Tarleton's reason for being. If the
institution is to have a reputation tor excellence, then it follows that the teaching
must be of highest quality. The faculty at Tarleton should be continually seeking
better organizations and environments for instruction, and should be experimenting with innovative techniques. The Committee feels that the campus should
have a center for the improvement of university-level instruction. Further, faculty
members should be encouraged to attend off-campus conferences which focus
on instructional improvement. The quality of teaching at Tarleton could also be
improved if a significant part of the research conducted there was focused on
instruction. These research findings could be expeditiously infused into the
instructional program in the same way that research results in each discipline are
incorporated into an instructor's teaching.
To further stimulate the faculty toward improving their teaching, the administration should provide incentives for quality instruction and reward outstanding
performance quickly and substantially.

Recommendations
a. A Center for the Improvement of Instruction should be established at
Tarleton, and the instructional competence of all new instructors should
be certified before they are allowed to teach.
b. Support should be provided for faculty members to attend professional
conferences that can stimulate instructional improvement.
c. Improvement of instruction should be a primary research topic for Tarleton faculty members.
d. Incentives should be established for faculty members to improve their
teaching skills continually.

4. Quality of Research
Although research is not a primary mission at Tarleton, some does go on
there. In fact, funding for research has more than doubled over the last few years.
In order to support graduate programs, scholarly curiosity should be encouraged,
and some research (especially applied research) should be conducted at the
university. In the Committee's view the present level of research should be
supported and resources for research should be expanded as conditions warrant.
Results of research should be used to strengthen all of the undergraduate
and gradu~te prowams. Faculty members should be encouraged to keep up with
and put to 1mmed1ate use present developments in their fields. Graduates of the
institution should be familiar with key research in their disciplines and be able to
keep up with recent developments.

Recommendations

a. Scholarly interests and endeavors should be actively pursued on the
Tarleton campus. Research results should be infused into the programs
at Tarleton; concepts and principles taught should be related to the
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research upon which they are based, and students should be required to
learn the principles of research by writing research papers and performing experiments in the laboratory.
b. The conduct of research, especially applied research, should remain a
part of Tarleton's mission. It should primarily involve graduate faculty
members who are responsible for teaching the principles of research at
the graduate level.

5. Extent and Importance of Service
and Continuing Education
Although service is not viewed as a major part of Tarleton's mission, some
service activities should be undertaken there. The Committee believes that
Tarleton's service thrusts should be of three kinds: 1) continuing education,
2) consulting activity by individual faculty members, and 3) collaborative planning
which should take place between the university and the local community.
Continuing education efforts should respond to needs identified in the North
Texas region, should be aimed at least partly toward urban areas, and should
support Tarleton's recruiting efforts in those areas. Individual consulting should be
encouraged so that faculty members can enhance their incomes and have regular
contact with practitioners in their fields. Since there is a necessary interactive
relationship between the community and the university, the two should plan
together to share resources for mutual benefit.
Recommendations
a. Tarleton should aim continuing education activity at needs identified in
the region, provide some service to urban areas, and use continuing
education programs to foster student recruiting efforts.
b. Faculty members should be encouraged in individual consulting activities
which can supplement their incomes and can involve them in productive
interactions with non-university based professionals.
c. The administration and local officials should engage in long-term planning activities related to availability of physical facilities and to improvement of cultural and social aspects.

6. Capability of Faculty and Staff
At a teaching institution, it is vital that the faculty be competent and able to
generate enthusiasm in their students. Tarleton's faculty appear to be competent
and generally dedicated to providing a good education to their students. The
Committee believes that continued faculty enthusiasm and professional growth
can be promoted through a strong faculty development program. Also, in its drive
toward excellence, Tarleton should recruit junior scholars who are professionally
productive and academically talented.
About two-thirds of Tarleton's faculty is currently tenured, a rather high
proportion that limits the influx of fresh ideas. At any institution that grants tenure
there is always a possibility that some tenured individuals will become less
productive. The Committee feels that policies related to tenure at Tarleton should
be studied and the percentage of people tenured should be monitored to assure
that only those with the potential to remain productive are granted tenure and that
new ideas and recent scholarship are continually infused into the university.
.
To attract and retain quality faculty members, Tarleton will need to improve
its current salary structure, which ranks with the lowest in the state. The
Committee recommends that salaries for faculty members should be very competitive with those at institutions similar to Tarleton. To increase the overall
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capability of the faculty, some outstanding new faculty members should be
recruited in high priority program areas.
Recommendations
a. The university should recruit junior scholars with terminal degrees who
show a solid grasp of their disciplines as well as the promise of being
effective teachers.
b. A program should be established to promote professional growth and
development of Tarleton's faculty through sabbatical leaves and increased conference attendance.
c. Guidelines for the award of tenure should be tightened to avoid tenurlng
too high a percentage of the faculty and to assure that tenured faculty
members will continue to be productive.
d. The salary structure at Tarleton should be studied and be made competitive with those of similar institutions. Redistribution of existing resources
should be studied as well as the infusion of additional endowment
resources to improve faculty salaries.
e. Tarleton should hire new faculty of exceptional quality in areas selected
for initial development toward excellence.

7. Nature of the Student Body
Tarleton has seen slow but steady growth in enrollment over the past few
years. With its present classroom facilities, it could accommodate many more
students than are now enrolled. Most of Tarleton's growth has been centered in
the fields of business and sociology as well as in the graduate program.
Enrollment in other undergraduate programs has declined, and accountability
problems have made the future of a number of those programs questionable. The
Task Force feels that Tarleton must increase its enrollment significantly by Year
2000 to keep all its programs viable.
To respond to enrollment concerns Tarleton should recruit students from the
Dallas-Fort Worth area more aggressively. Although it has recently begun to
attract more students from urban areas, the majority of students still come from
rural areas of West and Central Texas. Tarleton should also be intensifying its
efforts to recruit ethnic minorities since these students now constitute only a small
percentage of the total student body. Foreign students, however, make up too
large a segment of the graduate enrollment at Tarleton, and the Task Force
believes that their numbers should be more carefully controlled.
To attract more students Tarleton will need more money for scholarships,
especially in the Arts and Sciences. Tarleton should also work to upgrade its
admission standards since it presently accepts a large number of students who
do not qualify_for regular admission. If Tarleton is to be excellent, its students
should be of high quality, and every effort should be made to attract and retain
students of that caliber. To stress Tarleton's identification with The Texas A&M
University System and to benefit from the advantages that such identification
might lend to recruiting, to negotiating state appropriations, and to increasing
private support, the Board and the administration should seriously consider
changing the institution's name to Texas A&M University - Tarleton.
Recommendations
a. Tarleton should make every effort to increase the size of its student body
substantially by Year 2000.
b. The administration should intensify its recruiting efforts in order to
increase the proportion of students from metropolitan areas.
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c. The administration should raise its undergraduate admission
requirements.
d. Minority students should be recruited aggressively in order to increase
their numbers in the student body.
e. Tarleton should continue to accept well-qualified foreign students into its
undergraduate and graduate programs, but the numbers of these students should be controlled.
f. Scholarship funds that can be used to attract students to the university
should be increased substantially.
g. The Board and the administration should explore the possible advantages of changing the institution's name to Texas A&M University Tarleton.

8. Adequacy of Physical Facilities and Equipment
Except for some needed renovation and modernization, the physical plant at
Tarleton is quite adequate at present, with most of the education and general use
buildings in good condition. Some of these buildings may need replacement by
Year 2000 as many were built prior to 1950. However, there is no emergency,
and the Committee's concern is only that an orderly replacement and improvement program be established and routinely updated.
The library is one of the main focuses of the present campus modernization
plan. Instead of expanding the physical structure, however, the Committee
recommends that the administration consider installing state-of-the-art communication links so that Tarleton students can have access to library resources at
other institutions inside and outside the System.
The one area in which Tarleton is in need of physical facilities is in the area
of student support services. More housing is essential for the present enrollment,
especially with increased living and commuting costs. Accompanying services
such as dining and recreational facilities are also needed.
Tarleton also have some equipment needs in order to upgrade the quality
level of the institution. Laboratory equipment in the sciences is in dire need of
modernization and interactive computer access is a must to support instruction,
research, and administration.
Recommendations
a. A construction and improvement plan should be established so that
renovations of physical facilities are made as needed. The plan should be
updated often.
b. Tarleton should improve its library services, especially through up-to-date
communication links with other major libraries, but by adding to the
library collection and periodical subscriptions as well.

c.
The university should commit funds to build more housing, service, and
recreational space for students.
d. Computer capabilities should be substantially enriched with computers of
varying capacity so that every Tarleton graduate will be competent to use
computers as occupational or personal needs require.

9. Supplementation of Appropriated Resources
For Tarleton to reach the level of excellence appropriate for membership in
The Texas A&M University System by Year 2000, it will need more resources
than it can expect to receive from state appropriations. Supplementary resources
to augment faculty salaries and development programs, to support student
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scholarships and loans, and to accomplish other desirable goals must be ob-.
tained from periodic gifts and permanent endowments. Several recommendations
from other sections of the Tarleton report are turned into example estimates of
annual or one time costs in Table 3, and possible sources of funds are indicated.
The assumptions underlying the treatment of each item in the table are given on
the pages following the table, and some recommendations about fund raising
conclude the section.
Table 3
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Explanations and Assumptions of Table 3
Center for the Improvement of Instruction
Assumes that the university can find space for the center, that start-up costs
will be minimal ($15,000), and that operations will not be expensive. However,
funding for annual operation is suggested from endowment to assure its continuing availability..

Improved Faculty Salaries
Assumes that a supplement of 10% above present salaries will keep
Tarleton competitive in attracting and keeping good faculty members. Funding is
suggested from endowment to assure its continuing availability.

Faculty Development Program
Assumes sabbaticals for about one-tenth of the tenure track faculty each
year at two-thirds salary for nine months (estimated at $30,000 per person).
Further assumes a supplement to conference travel funds of $400 per faculty
member per year. Sabbatical funding is suggested from endowment to protect its
availability, while funds for travel are proposed from annual gifts.

Increased Student Support Funds
.
Assume~ 500 scholarships averaging $2,000 apiece and 2000 loans averaging $1 ,000 apiece. Scholarships will need to be refunded from endowment every
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year; loan funds up to $3,000,000 will need to be accumulated from gifts one
time but will be replenished by repayments thereafter.

Added Resources to Develop Selected Programs
Assumes that two or three programs could be enriched by $50,000 to
$75,000 each year in whatever way faculty and administrators felt would best
build excellence. Further assumes that specific program goals would attract gifts
sufficient to fund $150,000 worth of improvements per year.
Upgraded Laboratory Equipment and Computer Capability
Assumes a one-time major improvement in computer capability fundable
from gifts (and maybe partly from grants) and an annual supplementation of
appropriations for equipment from a dependable endowment. The telecommunication link will make Texas A&M University's computer capability available to
Tarleton.
Improved Library
Assumes that supplementation of acquisitions by about 40% would substantially improve library quality and that such an objective could attract annual gifts
totaling $75,000.
High Capacity Telecommunications System
Assumes purchase and installation cost of $250,000 per transmitter (uplink)
and $15,000 per receiver (downlink), and construction and equipping of a 2,000
sq. ft. facility (including one video classroom, offices, work spaces, control room,
storage rooms, and furniture) at a cost of $125 per sq. ft. Projects that video,
audio, and control electronics plus instructional media will cost about $100,000.
Proposes one installation at Tarleton State University at an expected annual
operating cost of $575,000; however, Texas A&M's Dallas-Fort Worth installation
could be shared. Cost per satellite video channel is figured at $300 per hour, with
each channel capable of handling one video signal or hundreds of audio or data
signals at a time. Supposes each installation will operate a chargeable average of
4 hours per day, 5 days per week, 50 weeks per year ($300,000), require 3
operators and a secretary ($75,000), and need $200,000 for equipment maintenance, repair, and replacement. Also supposes that continuing education or data
access contracts can be obtained to offset 25-30% of operating costs.

Recommendations
a. The administration at Tarleton should work with the central development
office to plan and carry out both annual fund-raising campaigns and the
building of an endowment.
b. A strong alumni association should be built as a first step in fund
raising. In addition, the administration, alumni leaders, and development
officers should cultivate corporations and foundations as well as affluent
individuals as ongoing friends of Tarleton and contributors to its development.
c. Goals for annual fund raising should be set in the $750,000 to $800,000
range, with one time gifts solicited for a few major items totaling about
$4,500,000. The overall goal for the endowment should be about
$28,000,000, probably divided among five funds with separate purposes.
Priorities and strategies will have to be established for fund raising
before the plan is set in motion.

10. Governance, Organization, and Leadership
. _The Pres_id~nt at Tarleton should take the leadership in reviewing and
r_ev1s1~g _the mIssIon and goals of the university. Elsewhere in these recommendations, It 1s suggested that the institution should take on more of an urban
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orientation, increase its intellectual and cultural impact on its students, and
develop its fine arts capability. For Tarleton to grow and remain a vital \nstit~tion,
such actions seem desirable. The President should take these suggestions into
account in working with the faculty to design and recommend the future course of
the university.
Tarleton's current administrative organization appears adequate for the
foreseeable future. The Task Force does feel, however, that the administration
should assume leadership in maintaining a stimulating institutional environment
and should involve the faculty in the governance of the institution toward that end.
If Tarleton is to reach excellence, changes will be necessary. Involving the faculty
in the governance of the university will make the faculty more aware of the
problems the institution faces and more committed to the changes w hich Tarleton
needs to make. For example, the stable and tenured faculty at Tarleton does not
receive regular stimulation from either new faculty or from doctoral students. The
faculty must take part in examining these problems.
The Committee also recommends the organization of an office for institutional planning and analysis. This office would assist in the projection of expenditures,
enrollment, and program planning.

Recommendations
a. The President should take a leadership role with the faculty in clarifying
and modifying the focus of Tarleton.
b. The administration should take steps to involve the faculty in a more
direct and substantive way in the governance process.
c. An administrative office for institutional planning and analysis should be
created to help in making decisions for the institution's future resources.

11. Quality of Life
The Tarleton campus provides a friendly, informal, almost rural atmosphere
in a small town roughly 60 miles from the nearest metropolis. In looking to Year
2000 for ways to help Tarleton in its search for excellence, the Task Force hopes
that the informal flavor of the campus is retained, but feels that the quality of life
should reflect broader interests and concerns. With the encouragement of the
faculty, the students should become more actively involved in cultural, intellectual,
and world affairs. Tarleton should work to create an environment in which cultural
and intellectual events receive widespread student attention. Visiting speakers,
concerts, exhibits, field trips, and a more diverse student body would aid in
stimulating all individuals on the campus. These activities would also encourage
the students at Tarleton to consider challenging ideas, even those that are
divergent, and to develop rational and analytical responses to different points of
view.
As well as maintaining an open atmosphere, Tarleton should take special
care to deal with those students who have unusual problems and needs. These
students should be helped through an expanded counseling service.

Recommendations
a. A stimulating environment for students, faculty, and staff should be
created by an expansion of cultural and intellectual activities.
b. There should be more efforts designed to increase the national and
international awareness of the students. A free marketplace of ideas
should be encouraged so that students learn to deal with divergent
points of view.
c. The counseling services of the university should be expanded to assist
students with special problems and handicaps.
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Section V:
Texas A&M University
at Galveston
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A. Executive Summary
The Task Force on Academic Institutions has concluded that Texas A&M
University at Galveston has the potential to become a major center for marinerelated study and activity. Many programs that might be drawn together at such a
center are already in place in the System. At present, however, marine-related
programs are scattered throughout many System parts, and little has been done
by way of organizing them. The Task Force recommends that a coordinated
System-wide marine program be developed with a view to centralizing the
System's marine programs at Galveston. Work shoud begin immediately to
overcome impediments to such centralization.
Recommendations for Texas A&M University at Galveston relate to each of
11 dimensions of institutional excellence. The remainder of this Summary includes
a listing of these dimensions and condensed and edited versions of recommendations relating to each. For a fuller treatment of issues related to each dimension
and for a complete listing of all of the recommendations, please see the main
body of the report.

1. Quality of Graduates
• improve the breadth and the sophistication of educational experiences to assure that graduates have not only sound understandings
of their disciplines but the kinds of cultural characteristics associated
with individuals who are broadly educated.
• assess the quality of graduates regularly using a systematic
procedure.

2. Breadth and Quality of Programs
• continue a strong central focus on marine-related studies.
• center as many of the System's marine-related programs as possible
at Galveston.
• strengthen the academic foundations component of undergraduate
education.

• continue to assure that all students develop some skill in computer
use.
• enrich programs with help from Texas A&M and elsewhere through
state-of-the-art telecommunication links.
• seek financial support to allow Galveston's marine programs to
achieve national and international recognition.

3. Quality of Instruction
• establish a Center for the Improvement of Instruction and provide
incentives for instructional improvement.
• support rapid diffusion of new information from research into instructional programs.
• increase faculty size and decrease teaching loads as quickly as
resources allow.
• gi ve special consideration to teaching ability when recruiting new
faculty members and when '!'aking decisions relating to promotion,
award of tenure, and salary mcreases.
• seek supplemental funding so that faculty members can be assigned
responsibilities that allow time for them to do respectable jobs in
both teaching and research.
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4. Quality of Research
• continue to focus research efforts on marine-related topics.
• center most marine-related research activities of the System at Galveston.
• support installation of state-of-the-art laboratory equipment for research.
• promote graduate programs in marine studies with all possible
speed.
• seek additional state and private support for marine-relatt.-rl research
activities.

5. Extent and Importance of Service
and Continuing Education
• expand the service mission in areas consistent with the institution's
maritime orientation.
• consider establishing at Galveston a branch of the Texas Agricultural
Extension Service with special concerns in the areas of marine
fisheries and mariculture.
• encourage the faculty's consulting activities.
• continue to recognize the importance of cooperative efforts with the
local community.

6. Capability of Faculty and Staff
• adopt a long range plan designed to provide the institution with a
faculty and staff of a quality to achieve preeminence in marine
studies.
• establish salaries and benefits packages at levels sufficiently attractive to compete effectively for outstanding individuals and to retain
their services once they are hired.
• support faculty and staff development programs, including funding to
permit sabbatical leaves and increased conference attendance.
• assure that tenure guidelines are well-drawn and administered so
that tenure is awarded only to individuals with promise of continued
high levels of productivity.
• add research faculty accordingly as the System adds graduate
marine programs at Galveston.

7. Nature of the Student Body
• keep admissions requirements at all degree levels equal to those at
Texas A&M University.
• recruit more minority students and women, and attempt to maintain a
broad geographic representation among students from out of state.
• provide additional funds to recruit minority students.
• increase enrollment as rapidly as facilities and resources allow.
• increase graduate enrollment to several hundred, evenly split between master's level and doctoral level students.

8. Adequacy of Physical Facilities and Equipment
• support efforts to provide a permanent source of facilities funding by
making the institution eligible for PUF bond funds.
• establish a building program to support the planned evolution of the
institution and include a new library as a top priority item.
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• provide additional laboratory facilities and field stations to support
anticipated growth in graduate programs.
• improve on-site computer capability and install telecommunication
links with other System institutions.
improve the overall quality of the physical environment, including
landscaping.

9. Supplementation of Appropriated Resources
• work closely with the central System development office to devise
fund-raising plans including provisions for annual campaigns to raise
between $1,000,000 and $2,000,000 (1982 dollars) and to build the
endowment to $19,000,000 plus.
• develop a strong alumni association.
• consider the possibility of sharing some of Texas A&M University's
non-appropriated resources with Texas A&M University at Galveston.

10. Governance, Organization, and Leadership
• decide whether Texas A&M University at Galveston is to be an
independent university for marine-related activity operating within the
System or whether it is to be part of Texas A&M Uni versity.
• seek resources from the legislature and the System on the same
basis as other System universities if it is determined that Galveston
is to be an independent System institution.
• assure that Texas A&M resources flow to Galveston on the same
basis as to other programs If it is determined that Galveston is a part
of Texas A&M.
• encourage Galveston administrators to play a strong leadership role
in the full development of marine programming in the System and to
support more faculty involvement in the institution's governance.

11. Quality of Life
• increase opportunities for students to see and do more in intellectual
and cultural experiences.
• improve the physical environment of the campus.
• establish state-of-the-art communications facilities to link the campus
with off-site intellectual and cultural centers.
• encourage the free discussion of controversial issues.
• supplement present library holdings not only with professional materials but with materials designed to expand students' intellectual and
cultural horizons as well.

B. Report and Recommendations
The Task Force on Academ ic Institutions is unanimous in its belief that
Texas A&M University at Galveston has the potential to become a major center
for marine-related study and activity. It has ready access to coastal and estuarine
environments as well as to deep water areas of the Gulf of Mexico and to
man-made earthworks, structures, and vessels that are affected by those environments. Consequently, its location is attractive to the full range of scholars
interested in the marine area and includes all the necessary raw material a major
center would need.
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Additionally, there are about 30 marine-related programs already scattered
throughout The Texas A&M University System which have never been organized
and coordinated in any meaningful way. These programs were studied carefully
by a System Marine Study Committee and by a separate panel of outside expert
consultants in 1980, and both groups recommended the coordination and cumulation of these separate and diffuse efforts into a more coherent overall program.
Thus, there are already developed building blocks that could be drawn together to
construct a major overall program, and the Task Force recommends that a
coordinated System-wide marine program be developed.
Third, a cluster of basic physical facilities and an administrative un t already
exist at the Galveston campus around which a major center could be t .,ilt, but
neither the physical nor the fiscal resources are sufficient at the presen time to
build and support one. The student body is so small that the state ap~, opriations
for which the Galveston operation qualifies are not really adequate to s Jpport the
present operation, and the university does not at present qualify for any PUF
bond funds. Thus though the potential is there, there are obstacles to ,s
achievement.
The Task Force believes that the growing need to develop the world's
marine resources is a compelling reason to build the Galveston operation into a
major center for marine science and technology. The rich combination of applicable capabilities available within the System, including those in archaeology,
architecture, chemistry, engineering, geography, mariculture and water development as well as those in marine biology, maritime studies, and oceanography,
would afford a Galveston center opportunities to make unique contributions to the
development of marine resources. Therefore, the organizational impediments to
centralizing the System's marine programs at Galveston must be overcome, the
Galveston campus must gain access to PUF bond funds, and the additional
resources necessary to build the center to a position of recognized excellence
must be found. The Board should support and assist the growth of Texas A&M
University at Galveston to a preeminent institution in marine studies by Year
2000.

1. Quality of Graduates
The Task Force on Academic Institutions finds the baccalaureate level
graduates of the license-option program at Texas A&M University .at Galveston to
be highly successful in passing their licensing examinations and in high demand
by employers. In the non-license curricula Galveston's graduates are of good
quality in their areas of specialization. On the other hand, being specialized in
their interests and aptitudes and enrolled in a demanding program, Galveston
students have not developed the breadth of knowledge, the communication skills,
or the cultural appreciation and historical perspective that typify the graduates of
major universities. In the future, therefore, Texas A&M University at Galveston
should systematically help its students to develop the awareness, appreciation,
and skill that will complement their specializations and give them extra stature.
The few graduate students at Galveston have all been Texas A&M students
until now. They have apparently had good coursework and research experience
supervised by Texas A&M's graduate faculty members or by individuals with dual
appointments at the two universities. The limited number of graduate faculty
members and course options available at Galveston, however, has restricted
student programs, and the overall academic environment has probably been
narrower than it ought to be. An increase in the number of graduate students, in
the number of graduate faculty members, and in the diversity of available course
offerings will help to improve the situation. Additional steps will be needed,
however, to enrich the overall academic environment of Galveston's graduate
students.

102

All things considered, the Task Force considers present graduates prepared
about as well as possible under present limitations, but not as well prepared as
they chould be in the future. To make their preparation stronger, improvements
should be made in the adequacy of the facilities, in the breadth of the curriculum,
in the effectiveness of the instruction, and in the quality of life on the campus.
The Galveston campus is austere in appearance as well as limited in
amenities for its resident students. Facilities and support for activities and involvements that instill institutional values and build loyalty in graduates must be
developed in the next few years. Their nature and extent should reflect the
marine focus of the institution's programs and the importance attached by the
System to the institution itself.
Recommendations
a. Students at a/I levels should:
1) develop some cultural sophistication and appreciation of the arts;
2) be broadly aware of recent discoveries and developments in a diversity of fields;
3) appreciate the latest technologies in their respective fields and have as
much direct familiarity with them as possible.
b. Undergraduate students should:
1) develop better communications skills, deeper and more
research-based understandings of their academic specializations,
broader general knowledge, and more historical perspective;
2) be characterized by a set of values that includes being dependably
responsible, maintaining personal integrity, striving for excellence,
respecting the power of nature, and caring for the natural environment;
3) respect rational thought and the processes of analysis and research,
and be tolerant of a diversity of views;
4) demonstrate expertise that attracts the interest of employers of quality
and that opens doors of outstanding graduate schools to students
who wish to pursue additional education.
c. Graduate students should:
1) develop a solid grasp of the fundamental understandings, basic research questions, and research methodologies of their disciplines;
2) develop an interest in working on basic as well as applied research
problems;
3) be able to compete effectively for employment positions of quality
both in the private and public sectors.
d. The administration should regularly assess the quality of the graduates at
Galveston by examining their employment opportunities, their employers'
satisfaction with their preparation, and the general caliber of institutions
where graduates are admitted for more advanced study.

2. Breadth and Quality of Programs
Programs at Texas A&M University at Galveston today should remain
restricted to the marine area. Committing resources to build the institution to
excellence in this important area offers the best opportunity for the institution's
programs to achieve regional, national, and international recognition.
Present circumstances limit the breadth and quality of programs at Galveston. The physical facilities alone restrict the number and kinds of courses that can
be off~red. The small student body does not justify a broad scope of faculty
expertise or allow the full array of marine specializations and electives to be
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offered. The academic foundations part of the curriculum is also too limited.
Formula-generated resources are barely sufficient to support a minimu~ operation, and the sources of additional funds are too limited at present to build truly
excellent programs.
.
.
.
Although the Academic Task Force does not foresee that the ~ nivers1ty will
ever have a large enrollment, it can envision a doubling or even a tripling of the
present 600 or so students. If all marine programs in the System, particularly the
graduate programs, were centered at Galveston, the enrollment co~ld 1.,ertainly
rise to 1000-1200, and, if new programs were added as proposed, 1t c uld grow
larger still. The combination of the greater enrollment and the higher S~ bvention
rate for graduate students should help to enrich the appropriated resou ces,
support more faculty, and improve the program breadth.
Any such growth, however, is dependent on a considerable expan'-'On of the
physical facilities at Galveston. Present facilities are already strained 1n places
and will need special additions to meet the needs of graduate studen s More
dormitories, dining halls, and recreation areas will be needed as well as more
classrooms, laboratories, a library, and a gymnasium. Program improvement is
thus partially dependent on further development of the physical plant.
In order for the Galveston programs to reach toward excellence, however,
they must also have access to additional fiscal resources beyond what an
expanded enrollment will qualify for in appropriations. Special laboratory equipment and supplies, unusual operating expenses (such as for the research
vessels), increased computer capability, added faculty expertise and staff strength
will all require supplementary funding in order for the programs to reach quality
levels. A telecommunication link with Texas A&M University should also make
many of A&M's scholarly resources available. Funds must be found to enable
these resources to be added at Galveston.
Recommendations

a. Texas A&M University at Galveston should maintain a strong specialized
focus on marine-related studies as its major institutional thrust. Any new
programming should relate to this basic mission.
b. The Board should encourage the centering of as many marine-related
teaching, research, and service programs as possible at Gal veston under
a single operational administrator. All existing programs should be fully
developed, and all programs transferred there should be as complete as
possible on the Galveston campus.
c. The general education portion of the undergraduate program should be
broadened and strengthened.
d. As the computer revolution is changing customary behavior in personal
as well as business contexts, all students should develop sufficient
understanding and skill in using computers to adapt quickly to whatever
computer functions they are required to employ on the job and to build
whatever personal computer capability they need and want.
e. Laboratories, computer capability, library facilities, telecommunication
and other support facilities should be added to enable Texas A&M at
Galveston to gain national and international recognition for marine-related research and graduate programs.
f. The programs at Galveston should be enriched with programs from
Texas A&M and elsewhere through state-of-the-art telecommunication
links.
g. Enrollment expansion should be accomplished as rapidly as facilities
development will allow in order for appropriated resources to grow larger
and programs to broaden.
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h. Gift, grant, and contract support money should be sought to build
Galveston's programs in quantity and quality so that the university can
become an internationally recognized center for marine study, research,
and service.

3. Quality of Instruction
The Task Force on Academic Institutions believes that instructional excellence needs to be a high priority at Texas A&M University at Galveston as at
every other System institution. Current conditions there limit the quality of teaching that can be attained, however. The small faculty must carry heavy teaching
loads. Facilities, equipment, and library resources are restricted. Requirements for
research and publication as conditions for salary raises, promotions, and tenure
distract attention from teaching when the faculty members' schedules allow little
time for research and writing. There are relatively few senior faculty memb~rs or
graduate faculty members to teach advanced and specialized courses.
The quality of instruction at Galveston has been more limited by circumstances, then, than by any inherent weakness in the faculty. The means of
improving the quality of instruction, therefore, will be largely in improving the
circumstances under which teaching takes place. The faculty must grow in
number and be assigned lighter teaching loads; more senior faculty with graduate
faculty status must be recruited, developed, or transferred to Galveston; better
facilities and resources must be provided, and in faculty evaluation special
importance must be attached to teaching. The institution can also improve
teaching by creating an office or center devoted to developing the planning,
delivery, and evaluation skills of the faculty, and it can encourage faculty
development by supporting attendance at professional meetings and seeking
funds for sabbatical leaves.
Recommendations
a. The importance of quality instruction should be stressed. Incentives
should be provided that will encourage professional staff members with
teaching responsibilities to keep current in their fields and to improve
their teaching skills.
b. Administrators should promote the rapid infusion of new findings from
research into instructional programs.
c. Faculty size should be increased and teaching loads decreased as
quickly as resources allow.
d. The administration should strive to maintain an appropriate numerical
balance between senior and junior faculty members.
e. Using criteria similar to those used by Texas A&M University, the administration should recruit some graduate faculty members and encourage
some existing faculty members to attain that status so as to have more
capacity to offer graduate courses.
f. Special consideration should be given to instructional effectiveness in
recruiting, evaluating, and rewarding faculty. A Center for the Improvement of Instruction should be established to encourage the continual
refinement of instructional skills.
g. Every effort should be made to attract future faculty members from
inside and outside the System who are both competent researchers and
competent instructors; professors at Texas A&M University at Galveston
should have equal commitments to instruction and research.
h. Administrators should assign responsibilities to faculty members at a
level that allows adequate time for them to do a respectable job both in
teaching and in research roles.
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4. Quality of Research
Research under way at Texas A&M University at Galveston is of high quality
though it is limited in scope. Researchers have received nationwide recognitio_n
for their work, and their projects have been funded by a variety of sources. It 1s
fair to say, therefore, that the capacity for quality research already exists at
Galveston, but its expansion is restrained by limited manpower, facilitie8 and
resources.
A strong national and international reputation in marine studies ca, be built
at Galveston only if the research program attains major proportions. G·0wth of
that magnitude will depend on a considerable increase in the graduatf' s udent
enrollment to boost research manpower. Graduate enrollment, howev€. . will not
grow until more graduate programs are available there, and the progra, s will not
grow until the laboratory, library, computer, and other support facilities c. e in
place and the necessary range of faculty expertise is present. Faculty research is
also dependent on the resources and facilities available to support sophisticated
investigative activities.
Development of major research programs at Texas A&M at Galveston,
therefore, is impossible until the necessary physical, fiscal, and human resources
and the parallel programmatic structure described above are in place. The Board
should consider all the ways internal to the System that can be used to build
resources and programs that will foster major research achievements at Galveston. It should also support external efforts to make PUF bond funds available to
expand the facilities at the Galveston campus. Finally, in recognition that the
State of Texas has not invested as much in research to conserve, protect, and
develop marine resources as many smaller states have, and in keeping with the
Texas 2000 Commission's recommendation that universities be given the necessary financial, physical, and human resources to conduct research in high priority
areas, the Board should vigorously pursue additional state funding to build the
research capability at Texas A&M at Galveston more rapidly and substantially
than the System can do alone.

Recommendations
a. Research at Texas A&M University at Galveston should focus on
marine-related areas. The Board of Regents should encourage basic as
well as applied research in those areas.
b. All or most marine-related research activity in the System should be
consolidated at Galveston, and some resources from other System parts
should be transferred to the Galveston operation.
c. Steps should be taken to provide additional facilities necessary to support the growth of research at Galveston, including state-of-the-art laboratories, and sophisticated library, computer, and communications facilities.
d. In order to support increases in research activity at Galveston, the Board
and the administration should increase the graduate programs in marine
studies available there.
e. Incentives should be established to encourage additional research activity on the part of the faculty. However, increases in research activity
should not be accomplished at the expense of quality in instruction or
service.
f. Efforts should be expanded to increase state and private support for
marine-related research projects and to develop the immediate research
capability of Texas A&M at Galveston.
g. Administrators should press to encourage rapid dissemination of knowledge resulting from marine research activities.
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5. Extent and Importance of Service
and Continuing Education
Given its small size and heavy teaching mission, Texas A&M University at
Galveston appears to be providing a reasonable if limited level of service, mostly
to Galveston and the surrounding region. Scuba diving courses, swimming
lessons, and radar observer training have accounted for most of the continuing
education effort. There has been little service related to research dissemination or
professional development. Some community service has been undertaken, but on
a limited scale.
The potential for service activity with all the System's marine-related programs centered at Galveston would be dramatically greater. Research dissemination to the entire Gulf Coast Region and to national and international audiences
could increase rapidly. Continuing education and extension activities in both
marine and maritime areas could expand substantially. The proposal by the
Agriculture Task Force to put a Texas Agricultural Extension Center for Marine
Fisheries and Mariculture close to the coast could be nicely accommodated at
Galveston, and the Center could become the model for expansion in the service
area. The proposal by the Galveston administration to install a ship simulator on
the campus to train maritime students to navigate into the world's major harbors
could foster research and could also allow a service program to develop for
captains, engineers, mates, and pilots in the Gulf Coast Region. Despite its initial
expense, there is sufficient demand for simulator time that such an installation
could pay for itself in a very few years. These kinds of service activities would be
more in keeping with a preeminent marine center at Galveston than the modest
activities of today are, and the Academic Task Force believes they should be
incorporated over time. Along the way, consultative activities of faculty members
should be encouraged.
Like improvements in programs and research, however, these expansions in
the service area are dependent on the growth of the faculty and staff, of the
available facilities, and of other kinds of resources. The Task Force believes
Texas A&M at Galveston could have some unusual opportunities to serve Texas,
the nation, and the world, but they must await the general development of the
institution. In whatever manner the institution develops, however, it should establish stronger relationships with the area government, the business community,
and the local citizens so as to coordinate its growth with community planning, to
solicit corporate interest in its potential, and to build public support for its
programs.
Recommendations
a. Texas A&M University at Galveston should expand its institutional service mission in keeping with its centralization of marine programs, its
expanding research activity, and its regional, national, and international
role.
b. As Galveston matures in its marine research activities, it should consider
sponsoring conferences and seminars to foster the dissemination of its
research findings.
c. A branch of the Texas Agricultural Extension Service concerned with
marine fisheries and mariculture should be established at Galveston. The
university should collaborate with the Texas Agricultural Extension Service to channel as many service activities as possible through its delivery systems.
d. Consulting services by individual faculty members that grow out of their
research and teaching activities should be encouraged.
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e. There should be a recognition that the general concept of service
Includes service to the local community. Hence, administrators should
work closely with officials from the City of Galveston to design the
interrelationships between institutional and city physical facilities and to
plan cultural and social activities of mutual interest and benefit.
f. Resources to purchase instructional tools for Texas A&M at Galveston
that can also be used for continuing education activities (such as a ship
simulator) should be identified, with provisions for the institution to pay
back the purchase price before applying the funds generated from
outside users for other institutional purposes.
g. Texas A&M University should extend full support to service outreach
activities in the marine-related areas originating from operations in Galveston.

6. Capability of Faculty and Staff
The capability of the faculty at Texas A&M University at Galveston appears
to be good for instruction, limited for research, and unestablished for service.
Salaries considerably below the state average have to some degree limited the
level of capability the institution could attract. About two-thirds of the faculty hold
the terminal degree, but most are in the lower ranks and very few are members
of Texas A&M University's graduate faculty. Faculty members who have not
completed advanced doctoral study obviously limit the overall instructional capability of the faculty. The small faculty has had to carry heavy teaching loads, which
has limited their ability to use all their teaching skills in any given course. Thus,
faculty capability in instruction cannot be given the highest marks, but some of its
limitations can be blamed on institutional circumstances and administrative decisions.
Heavy teaching loads have also inhibited research and service activity so
that full faculty capability in these areas is hard to estimate. The relatively few
senior faculty engaged in funded research, often research identified with Texas
A&M or other parts of the System, do demonstrate that Galveston has some
research capability, but at the moment research activitiy is very limited, and not
much of the research potential of the junior faculty has been realized. To
whatever degree service activity is independent on research findings, the service
capability of the faculty is similarly limited, but lack of time and energy has also
restricted activity in this area.
Staff capability has also been depressed by understaffing, by a noncompetitive salary structure, and by overwork. The small student body qualifies
the institution for fewer support personnel than are really needed to handle all the
functions in an independent academic institution. Appropriation levels have also
limited the pay scale for classified employees and kept salaries below those
offered generally in the Galveston area. That in turn has limited the quality of staff
members the university has been able to hire. Combined, these two factors insure
that staff members who have been hired have to work extra hard to keep up with
the load.
In the long run the total capability of faculty and staff at Galveston needs to
rise. All or nearly all of the faculty should hold terminal degrees. Instructional
effectiveness should increase, research competence should grow, and service
impact should deepen. Faculty skills in all these areas must expand as a function
of experience, faculty development activities, and the addition of new faculty
members with new or greater skills. All these will require additional resources.
The staff capability can be increased by adding more staff members with better
skills, assigning reasonable workloads, and upgrading their skills through staff
development programs. These improvements will also require more resources.
The critical issue then becomes by what means and at what rate the additional
resources can be supplied.
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If all the marine-related programs in the System are centered at Galveston,
some (if not most) of the resouces associated with each can also be transferred
there. The faculty associated with graduate programs can immediately add
capability in teaching, research, and service, and any staff members moved with
them would augment their capability. Because of the logistical problems related to
faculty housing, to adding teaching and laboratory facilities, and to expanding
office and administrative space, however, the speed with which the programs can
be moved to Galveston will be moderate at best. In any event, additional
resources besides those that can be shifted and additional faculty and staff from
outside the System must also be found to support the expanded program.
Some administrative functions could easily be shared between Galveston
and Texas A&M if complete telecommunication systems were installed between
campuses. Such systems could also make teaching, research, and service
capability at College Station available at Galveston.
Recommendations
a. A long range plan should be developed to build faculty and staff
capability at Texas A&M University at Galveston to a level that can
achieve preeminence in marine studies.
b. To increase the overall faculty and staff capability at Galveston, the
Board and the administration should first attempt to increase the size of
the faculty and staff.
c. Salaries and benefits packages should be established at levels sufficient
to attract and hold outstanding individuals.
d. Action should be taken to establish faculty and staff development programs which include training experiences, sabbatical leaves for faculty,
and support for regular attendance at conferences.
e. Tenure guidelines should be drawn and administered in a way that
awards tenure only to people of demonstrated present and probable
future productivity.
f. As System graduate programs in the marine areas are concentrated at
Galveston, the administration should seek to recruit and to transfer there
individuals with outstanding skills in research as well as in teaching.
g. As all marine-related programs in the System become centered at Texas
A&M at Galveston, the administration, the faculty, and the other professionals involved should be alert to their responsibilities and opportunities
to expand their service capability to reach national and international as
well as regional clients and audiences.

7. Nature of the Student Body
The Task Force on Academic Institutions finds that the present student body
at Texas A&M University at Galveston ranks high in academic talent and
commitment to study. The superior aptitude of the students appears to result from
high admissions standards, which the Task Force would recommend be continued at a level equivalent to those at Texas A&M. The commitment of the
student body appears tied to the very specialized set of marine-related programs
offered by the institution, which students seem to select because of a pre-existing
interest in marine-related study. The combination of aptitude and interest creates
a willingness to take academic course work seriously.
The student body is 96% White and 72% male, but only 57% Texan.
Although homogeneity of interest may override other student characteristics, the
administration should attempt to increase the number of minority students and
females in the student body. It should also seek to build upon the healthy, broad
representation of out-of-state students in order to expand enrollment in its
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specialized programs. To attract minority students with marine interests will
probably require additional scholarship funds; cooperation with Prairie View A&M
University may also help to identify prospective Black students for Galveston. The
overall program should encourage tolerance for diversity and strong awareness of
national and world issues and developments.
The absolute number and the proportion of graduate students at the university should grow, and opportunities for undergraduates to observe and interact
with graduate students should expand. The balance between undergraduate and
graduate students and the absolute size of the total student body will be a
function of the speed with which physical facilities can be expanded and the
various marine programs in the System can be transferred to Galveston.
Recommendations
a. Admission requirements should be kept equal to those at Texas A&M
University at all degree levels.
b. More minority students and more women should be recruited, and the
institution should maintain a broad geographic distribution among
out-of-state students. The Board should encourage these efforts and help
the development office provide extra resources to recruit minority students.
c. Students at Galveston should hold to strong marine-related interests, but
should have their interests broadened by a diversity of electives at the
institution.
d. The total enrollment should increase as quickly as facilities can be built

and applicants can be attracted in order for Texas A&M at Galveston to
qualify for full formula funding for administration. It should continue to
rise as high as resources and quality considerations allow.
e. Until facilities for 1200 or more students are provided, the adm inistration
should investigate the feasibility of requiring freshmen and sophomores
to take their first two years at Texas A&M University or elsewhere and
restricting institutional enrollment to juniors, seniors, and g raduate students.
f. The graduate enrollment should rise dramatically at both master's and
doctoral levels, and the interests of the students should cross the several
disciplines that have concern with the marine environment (e.g ., biology,
chemistry, geology, oceanography, marine archaeology, wildlife and fisheries science, and several branches of engineering).
g. To maintain a high quality student body, to increase the number of
minority students, and to attract and support a larger graduate student
enrollment, Texas A&M at Galveston must substantially increase available
scholarship and fellowship funds.

8. Adequacy of Physical Facilities and Equipment
High achievement at Texas A&M University at Galveston, as at other
academic institutions, depends partly on the availability of adequate physical
facilities and equipment. The Task Force on Academic Institutions finds that
neither the physical facilities nor the equipment at Galveston is adequate today.
Classroom and laboratory space is at a premium. Social, recreational, and dining
sp~?~s need to be expanded and improved. Library holdings and computer
fac1ht1es are not adequate to support programming of the first rank.
_A number of new structures are needed now, including a library building, a
~hystc~I education f~~ility, and a student activities center and dining hall. The
library 1s the most critical of these needs because unless one is constructed very
soon Galveston's accreditation may be lost. The library building need not be large
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if it includes up-to-date communications equipment that can retrieve information
electronically from other major learning centers, but means must be found to build
it within the year.
The Task Force strongly supports the development of a sophisticated
simulation facility utilizing computer-generated imagery at Galveston. Such a
facility would provide a versatile research and training tool applicable to many
forms of transportation and to both marine and non-marine contexts. It could
make ship and harbor simulation available to Galveston students and faculty as
well as to captains, mates, engineers, and pilots who would wilingly pay for
training time. It could also be used to accomplish a wide variety of other
objectives equally beneficial to users, to the state, and to the nation and beyond.
There is a great need for such a facility on the Gulf Coast, and Galveston is the
logical place to locate it. Through judicious sharing of its capabilities, the university could recover the cost of the simulation facility in a reasonably short time.
Failure of Texas A&M at Galveston to win funding support from the legislature for facilities expansion and the present legal barrier preventing use of PUF
bond revenues to finance construction have contributed to the facilities problems
facing the institution. Something must be done soon to resolve this funding
impasse. The Task Force on Academic Institutions believes strongly that efforts
should be undertaken to make Galveston engible to use revenues raised from the
sale of PUF bonds. But even if the university becomes eligible for PUF bond
funds, it may still not be allocated sufficient construction money to build the
facilities necessary for a student body several times larger than today's because a
number of other institutions and agencies within the System will also be competing for the finite number of PUF bond dollars.
If the Board of Regents determines that the Galveston campus will become
a strong graduate program center with System-wide responsibilities for advanced
study in marine-related areas, there may not need to be a dramatic increase in
enrollment. There likely would be a considerable shift in the configuration of
enrollment from undergraduate to graduate, but the total numbers might not go up
sharply. There would, of course, be need for sophisticated laboratories, computer
services, and other support services vital for first line research.
Recommendations
a. The Board of Regents should vigorously support efforts to provide a
permanent source of facilities funding for Texas A&M at Galveston by
making it eligible for PUF bond revenues.
b. A building program for the Galveston campus should be developed that
can support the planned evolution of the institution. The time schedules
for institutional development and construction should mesh. The plan
should include new dormitories, recreational and health facilities, and a
student activities center-dining hall besides expanded classroom and
laboratory facilities. A new library should be a top priority item.
c. Included in the building plan should be sophisticated research laboratory
facilities and equipment and field stations sufficient to accommodate the
anticipated growth in the research and graduate programs at Galveston.
d. Administrators should seek funds to improve facilities to serve a student
population that contains a higher percentage of graduate students, with
special attention to such areas as seminar rooms, offices, married student housing, recreational space, and a placement service office.
e. Besides the sophisticated laboratory equipment, substantial on-site computer capability should be developed and a sophisticated telecommunications link with computer functions, library services, and instructional
sources at other institutions should be installed.
f. The total building program should include a site development component
that will improve the overall campus environment. It should seek such
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elements as more extensive bulkheading to stop erosion at critical parts
of Pelican Island, increased docking capability for the varied research
and training craft that are located at Galveston, and substantial improvements in landscaping.

9. Supplementation of Appropriated Resources
In order for Texas A&M University at Galveston to attain national and
international recognition as a center for marine studies, it must have far more
resources available than those the legislature will appropriate. Indeed, in order for
the institution just to maintain its good state and regional reputation under a
formula funding situation, it will need considerably more resources than It now
has. A number of specific recommendations have been made in other sections of
the Galveston report, including some for the construction of buildings. Although
the university does not presently have access to any construction funds except
those the legislature may appropriate, no construction projects are included in the
example supplements presented in this section because construction at Galveston
must be supported from a basic rather than a supplementary source. The
remaining recommendations are translated into example dollar amounts in T able
4. They are followed by a set of recommendations and by a list of assumptions
underlying each entry in the Table.
Table 4
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Explanations and Assumptions of Table 4
Center for the Improvement of Instruction
Assumes 1) Tex~s A&M at_Galveston can provide space, 2) small start-up
C?St, 3) ~od~st on-goI~g operation. One time start-up cost can be supported with
gifts; contInuIng operating costs need permanent support in endowment.
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Faculty Development Programs
Assumes about one-tenth of a faculty of 72 will be eligible for sabbaticals
each year at two-thirds salary for nine months (estimated at $40,000 as at Texas
A&M University). Proposes to supplement faculty conference travel by $400 per
faculty member, with faculty projected to increase from 48 to 72 FTE. As a
continuing program requiring substantial resources, the sabbatical program will
need dependable funding in the endowment. Because its requirements are
relatively small, the conference travel program can probably be supported by gifts.
Faculty/Staff Salaries and Benefits
Assumes a 10% increase over present levels will be adequate to make
faculty and staff salaries competitive. Given the fact that Galveston is below the
state average for faculty salaries and well behind local pay scales for staff, that
assumption may be open to question. On-going supplementation will require a
permanent source of funding in the endowment.
Increased Student Support Funds
Supposes that 100 undergraduate scholarships averaging $1 ,000 apiece and
100 graduate fellowships at $9,000 apiece would allow the university to attract
some outstanding majority and minority students as the enrollment climbs toward
1,000. Student loan funds should also be available in case federal and state
loans dry up. Scholarship source is projected as half from endowment, half from
annual gifts.
Improved Cultural and Intellectual Opportunities
Assumes six cultural and six intellectual events on campus at an average
cost of $5,000 plus five cultural and five intellectual experiences off-campus in the
Houston area at similar costs each year. Presumes support funds can be raised
by gifts.
Improved Laboratory Equipment
Assumes a preeminent marine center will need a minimum of $200,000
annually to supplement appropriations for equipment. Supposes half that sum
may be raised through research contracts and grants, the remainder by gifts,
though neither source provides a secure means of funding annual improvements.
Also assumes that substantial improvements in laboratory equipment can be
made as part of new facilities construction.
Upgraded Library Services

Assumes a leading marine center will need outstanding though specialized
library capabilities and services at Galveston as well as access to the library
resources at Texas A&M University. Such capabilities and services must come
from a dependable source like endowment.
Improved Computer Capability

Assumes a one time major supplement to expand the computer skills of all
graduates. Further assumes a continuing need to supplement the budget for
computers to assure proper maintenance, repair, and replacement. Funding of
hardware expansion by gifts may be questioned, though no alternative other than
a general endowment source is readily apparent. Ongoing servicing and replacement need a dependable source of funding like endowment.
High Capacity Telecommunications System

Assumes purchase and installation cost of $250,000 per transmitter (uplink)
and $15,000 per receiver (downlink), and construction and equipping of a 2,000
sq. ft. facility (including one video classroom, offices, work spaces, control room,
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storage rooms, and furniture) at a cost of $125 per sq. ft. Projects that video,
audio, and control electronics plus instructional media will cost about $100,000.
Proposes one installation on the Galveston campus at an expected annual
operating cost of $575,000; however, Texas A&M's Houston installation could be
shared. Cost per satellite video channel is figured at $300 per hour, with each
channel capable of handling one video signal or hundreds of audio or data
signals at a time. Supposes each installation will operate a chargeablP average of
4 hours per day, 5 days per week, 50 weeks per year ($300,000), req ·e 3
operators and a secretary ($75,000), and need $200,000 for equipme maintenance, repair, and replacement. Also supposes that continuing educat n or data
access contracts can be obtained to offset 25-30% of operating costs

Simulation Facility
Assumes a multipurpose simulation facility utilizing computer-gererated imagery capable of simulating many kinds of transportation as well as ships and
harbors. Estimated cost includes software development. Supposes that the facility
will be available on a contract basis to train practicing mariners and to seNe
research purposes and that annual operating costs (as well as the capital
investment over a period of time) can be recovered from contracts and grants.
Recommendations
a. The administration should work closely with the central development
office to devise a fund-raising plan for Texas A&M at Galveston. The plan
should include provisions for annual campaigns to obtain from
$1,000,000 to 2,000,000 as well as for major drives to build the endowment fund to a level in excess of $19,000,000.
b. Because the institution is small and relatively new, it has a limited
number of alumni to call on for contributions. Therefore, an alumni

organization (either as a subdivision of the Texas A&M University Association of Former Students or as a separate entity) should be developed
for Galveston immediately. Fund-raising efforts should not be limited just
to the Galveston-Houston area, but should be aimed at corporations,
foundations, and wealthy friends of the institution state- and nation-wide.
c. The Board should consider whether the unique relationship between
Texas A&M and Galveston and the plan to transfer most marine programs to Galveston provide grounds for some of Texas A&M's non-appropriated resources to be shared with the Galveston campus.

10. Governance, Organization, and Leadership
The Task Force on Academic Institutions believes that the Board of Regents
should act to make a final determination of the proper relationship between Texas
A&M University and Texas A&M University at Galveston. The issue should be
resolved in such a manner that it becomes clear that either Galveston is an
independent, completely free-standing institution or it is a part of Texas A&M and
is treated by the A&M administration like any other part of that institution.
Today, the status of Galveston is ambiguous. For some purposes, like
institutional administration and appropriated funding, it is considered a separate,
inde~endent institution. For other purposes, like student record keeping, degree
granting, and control of graduate programs, it is effectively a part of Texas A&M.
The administration at Galveston has taken polar positions on whether the
insti~ution's interests would be better served if it granted its own degrees. An
outside group of consultants studying the System's marine programs in 1980
relucta~tly recom~ended that Galveston be given degree-granting authority because rt was possibly too late to restore it as an operational part of Texas A&M,
and they felt a continuation of partial independence would deter progress.
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The long-term interests of the institution will be best served by a policy
decision that clearly spells out the institution's status. The present policy of
treating the institution as a quasi-independent entity, in certain regards freestanding and in other regards part of Texas A&M, has not served the institution's
nor the System's interests. For example, this ambiguous condition has not
encouraged Texas A&M to extend access to its resources to the Galveston
campus or to expand its own programs at Galveston. On the other hand,
Galveston has not been able to expand its programs, to develop alternative
sources of financial support, or to attain broad recognition as a result of its
independence. The development of the university as a nationally and internationally respected center for marine studies does not seem likely under these
conditions.
In order to develop the System's full potential in the marine area and to
make Galveston a recognized center for marine studies, the Board should resolve
the institution's status once and for all. In making this decision, the Board stiould
weigh carefully the volume of resources likely to be available to Galveston and
the potential for developing the institution into a highly regarded regional, national,
and international center for marine studies under each set of administrative
conditions.
Recommendations
a. The Board of Regents should decide about the relationship between
Texas A&M University at Galveston and Texas A&M University. This
decision should make clear whether Galveston is to be a fully independent university operating within the Sytem or whether it is to be a part of
Texas A&M. The role of the administration at Galveston should be
modified accordingly.
b. If a determination is made that Galveston should be an independent
university operating within the System, it should seek resources from the
legislature and from the System on the same basis as other universities
of the System and be supported by the administration in its requests.
c. If a determination is made that Galveston is a part of Texas A&M,
resources of Texas A&M should flow to Galveston programs on the same
basis as they flow to programs in other parts of the university.
d. Whatever its future relationship with Texas A&M, the administration at
Galveston should play a leadership role in the full development of marine
programming for the System and the faculty should become more involved in the institution's governance.

11. Quality of Life
The Task Force on Academic Institutions finds that a number of locational
variables and physical and programmatic features have potentially negative
effects on the quality of life at Texas A&M University at Galveston. The damp
climate of the coastal location supports abundant insect life, including mosquitos.
By contrast, the highly saline soil does not support abundant plant life. This
problem accounts in part for the present lack of attractive landscaping on the
campus. Drainage is difficult. Because of inadequate bulkheading, part of the
physical surface of Pelican Island is eroding. The commons area, eating areas,
and other man-made facilities are not particularly attractive. In short, because of
physical constraints associated with the site and because the man-made components of the campus are not yet as attractive as they might be, the university
today cannot be described as appealing from an aesthetic perspective. As the
campus is developed, the System administration as well as the local administration should consciously design the structures and the site development to improve
the quality of life at Galveston.
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The small student body of the institution makes it difficult to attract major
cultural events or important intellectual happenings to the campus. In partial
compensation, the university should help students take fuller advantage of the
rich cultural opportunities available in the Greater Houston area. Further more
visiting scholars should be invited to the campus, and administrators should plan
other experiences that contribute to the intellectual stimulation of students. To
support efforts to improve cultural and intellectual opportunities, sophisticated
communications systems should be installed that would have the capabiPt}, of
linking the campus with other sources of cultural and intellectual stimulafcn
(including Texas A&M University).
Support should also be provided to efforts to improve the limited libr ~ry and
media holdings. These improvements should be directed toward areas th:c1t are
not strictly specialized and professional. There should be an effort to build
resources that can broaden students' general intellectual perspectives and enhance their levels of cultural awareness and sensitivity.
Every opportunity should be taken to challenge thinking on a variety of
issues. Faculty and students should be made to feel free to express themselves
on controversial issues with no fear of recrimination. In short, the administration
should take leadership in improving the general level of intellectual excitement on
the campus.
Recommendations
a. The university should undertake to assure greater student exposure to
broadening intellectual and cultural experiences by increasing their availability on the campus and by making it possible for students to attend
such events as they occur in Greater Houston.
b. The quality of the physical environment of the campus should be Improved.
c. State-of-the-art communications facilities should be established to facilitate linkages with off-campus intellectual and cultural centers.
d. Students and faculty members should be encouraged to speak out freely
on controversial issues.
e. Additions to library holdings should not be only in professional areas;
materials to expand students' intellectual and cultural horizons should be
included as well.
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